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ABSTRACT
Exemplary Latino School District Superintendents’ Use of Emotional
Intelligence as They Lead Their Organizations
by Ivan Chaidez
Purpose: The purpose of this qualitative multicase study was to describe the emotional
intelligence strategies that exemplary Latino school district superintendents use as they
respond to leadership challenges in their school organizations based on Goleman’s (1995)
four domains of emotional intelligence (self-awareness, self-management, social
awareness, and relationship management). A secondary purpose of the study was for
exemplary Latino superintendents to explain how their use of emotional intelligence
strategies supported their success and tenure as they responded to leadership challenges
in their school organizations.
Methodology: This multicase study was conducted through interviews of five exemplary
Latino public school district superintendents in California. The researcher selected a
qualitative method because it described the emotional intelligence strategies that
exemplary Latino school district superintendents use as they respond to leadership
challenges in their school organizations.
Findings: Close examination of data from interviews and artifacts yielded 379
frequencies for the elements of emotional intelligence, and nine themes emerged
regarding the superintendents’ lived experiences, strategies, and recommendations. Six
key findings were identified to represent how exemplary Latino superintendents lead
their school organizations using the four domains of emotional intelligence (self-
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awareness, self-management, social awareness, and relationship management) as they
respond to leadership challenges.
Conclusions: The study supported that the intricacies of a superintendency necessitate
demonstrated excellence in the four domains of emotional intelligence (self-awareness,
self-management, social awareness, and relationship management). A leader’s capacity
to control disruptive emotions is critical to maintaining effectiveness under stressful
conditions. Finally, relationship management was recognized as the most critical
emotional intelligence strategy for superintendents’ success in their school organizations.
Recommendations: Further research is recommended to replicate this qualitative
multiple case study for exemplary female Latina superintendents and other
superintendents of color. Furthermore, given the importance of emotional intelligence
strategies for leaders, more research on a study that includes data from both
superintendents and board members would add breadth and depth to the data as well as a
better understanding of the work of a governance team, which would shed additional light
on team effectiveness.
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CHAPTER 1: INTRODUCTION
The role of the superintendent of a school district in the 21st century is complex
and commonly recognized as a challenging position in the American educational system
(Council of the Great City Schools, 2014). Superintendents have the challenging task of
attaining the school district’s educational goals for all students, regardless of their
learning challenges. Additionally, superintendents must skillfully lead administrators,
teachers, and classified employees in creating effective programs for students. They must
also consider the needs of the school board members and the community. In addition to
leading the complex school operations, superintendents must now manage new obstacles
such as the challenges of a global pandemic and pivot creatively, possibly more urgently
than ever before, to save jobs and protect people’s health and safety (Goddu, 2021).
During challenges, the most effective leaders are aware of the current
circumstances and stakeholder emotions that enable them to work effectively in various
scenarios with the many types of people who make up an organization (Labby,
Lunenberg, & Slate, 2012). In addition, superintendents require expert skills, background
knowledge, and personal competencies, such as self-awareness, social awareness, selfmanagement, and relationship management, to manage stress and lead during these
challenging times.
At the heart of personal management is self-awareness, which is defined as the
ability to detect one’s emotions and their impact on oneself and one’s team’s
performance and to understand one’s strengths and shortcomings to respond to challenges
(Landry, 2019). While it is critical to understand and control one’s own emotions, being
aware of the needs of others in one’s sphere of influence is also crucial to effective
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leadership. The ability to notice others’ emotions and the psychological dynamics at
work in a community and organization is called social awareness (Lauren, 2019). The
competency of developing skills in self-management has helped many school leaders
avoid a variety of professional stressors and have led to more mindful interactions,
generative connections, and a desire to support one another through challenging times
(Holzer, Stern, Floman, & Brackett, 2018). In addition, Goleman (2006) suggested that
relationship management is a tool to guide and motivate individuals or an organization
with a compelling vision to move forward for success. Effectively navigating and
leading through the challenges of lack of funding, divided communities, and a lack of
civility in communities today has become an essential competency for today’s leaders.
Furthermore, evidence from multiple empirical reports have stated that the competencies
that make up emotional intelligence (EI) have contributed to and are integral to a
superintendent’s tenure in a district (Fulcher Gutierrez, 2017). Although there is some
research on EI and superintendents, limited research has been conducted on Latino
superintendents’ use of emotional intelligent leadership skills while making complex
decisions in public school districts.
Background
History of Public Schools
In the 17th century, the first American public school, founded by the Puritans of
New England, had a theocratic mission. However, as the nation grew, so did the goals
and scope of the public schools (Schul, 2019). The public school system arose in the
early to mid-19th century to sustain and support the emergence of the nation. Since then,
public schools have been a vital influence in American society until today (Schul, 2019).
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It is the only institution that aims to make us better as people and in society. According
to civic educator James Banks (2009), the American public schools continue to face
considerable challenges: how to bring our community together while still allowing for
different voices and opinions to be expressed as superintendents focus on the vision and
mission of the school district. For centuries, one of the most important goals for the
public school system was to help educate new U.S. residents to this country so that they
can fully appreciate the educational, civic, and economic benefits of this country. In
essence, education aims to foster civic duty, democratic principles, economic selfsufficiency, cultural competency and awareness, as well as social and economic
opportunity, as Horace Mann, the creator of the common school, referred to education as
the great equalizer (Mathis, 2019).
Current Public School Challenges
Educators, policy makers, teachers, parents, students, and children found
themselves in 2020 in an unimaginable position of teaching, learning, and decision
making. Although the world has been facing unprecedented turmoil regardless of
geographical location, such a rapid change for many people created immediate tension
(Tesar, 2021). Moreover, the pandemic had exacerbated various types of morally uncivil
behavior, such as discrimination and hate (Bonotti & Zech, 2021). These are among the
most complex issues facing this nation presently.
COVID-19 pandemic. The waves of the COVID-19 pandemic led schools to be
closed for 18 months across the country. As a result, students were at home engaged in
distance learning, and schools needed to restructure and offer limited educational
opportunities online and at the same time offer hot spots for connectivity for families who
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did not have Wi-Fi. Across the country, schools opened in the school year of 2021–2022
with many trepidations. As students returned, focusing on social-emotional learning,
behavior in class, and addressing learning loss caused by students being at home for
nearly 18 months was a challenge (Pelletier, Coats, & Benton, 2021). In addition,
superintendents had to create plans on in-person safe reopening, address state and local
masking requirements, monitor COVID-19 testing, and monitor employee requirements
of vaccinations or weekly testing (Tesar, 2021). These challenges required
superintendents to keep calm and steady in their leadership despite the emotional
concerns of board members, parents, teachers, students, and employees.
COVID-19 vaccinations. The global spread of the COVID-19 pandemic was
rapid and devastating to humanity. The public health response to the pandemic was
immediate. Completion of COVID-19 vaccine development was achieved in under a
year. In the United States, the negative sentiments were mainly due to health and safety
concerns, the fear of making a vaccine mandatory, and pharmaceutical companies’ role in
releasing vaccines (Lappeman, Munyai, & Kagina, 2021). In October of 2021, the
decision was made in California that all public and private school students and personnel
must be vaccinated by July 2022 to be on campus, according to Governor Gavin
Newsom. Staff would no longer be tested as a vaccine substitute unless they qualified for
medical or religious exemptions (Lambert, 2021). This decision brought many concerns,
resistance, and anger by parents at the local level, often having parents attend school
board meetings to voice their frustrations and needing superintendents to be aware of the
emotions of all stakeholders yet knowing that districts will need to uphold the state law
(Lambert, 2021).
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Loss of civility. Civil debate and protest are essential components of this nation’s
democracy; however, intimidation of school board members and violent disruption of
school board meetings are not acceptable (Passon, 2021). The California Department of
Education (CDE, 2021) reported that in response to threats of violence and intimidation
made at educators and school board members across the country, notably in California,
U.S. Attorney General Merrick Garland started an investigation into the spike in criminal
behavior directed at school leaders (CSBA, 2021). It is admirable to be concerned about
the children’s well-being, and the public is entitled to express dissatisfaction or
disagreement with local school boards; however, threatening to physically harm
superintendents and school board members, shouting profanities at school board
meetings, or attempting to prohibit school boards from carrying out their governing
constitutional duties crossed a boundary that communities should not accept, according to
a statement broadcast to all California districts by the California School Board
Association (CSBA, 2021). These forceful community member expressions of
frustration necessitate superintendents being aware of the feelings of all stakeholders
while being aware that districts must make and implement district policies and action
plans to educate all students (Lambert, 2021).
There are many variables at play that an educational leader has no control over.
Changing political climates, economic issues, and an increasingly hostile and violent
globe all impact the educational ecology, posing new challenges, hurdles, and factors to
consider. In the face of these external influences, educational leaders must demonstrate
listening to all community members, adapt strategies, and overall show resiliency during
times of civil unrest. In addition, superintendents must be prepared to provide emotional

5

support for the individuals within their organization to get back to the core business of
education for all students (Maulding, 2002).
Unions. Another challenge for superintendents within this list of current
challenges is to work with the employees’ unions to reach agreements for their working
conditions. Many of the issues listed previously trigger the legal responsibility to engage
in good faith discussions and to develop consensus agreements. Several examples that
management, led by the superintendent, must be negotiated with the employee unions
during the COVID-19 pandemic crisis were worker safety in every school space, the
implementation of online instruction, employee health benefits, and in some districts, the
challenges to academic freedom, including the use of culturally relevant curriculum for
students (Jochim & Lavery, 2019).
Almost every school district in California currently has a teachers union
associated with the California Teachers Association (CTA) or the California Federation
of Teachers (CFT) whose primary function is to represent teachers in collective
bargaining (Ed Data, 2021). Relationships with these unions can influence a
superintendent’s success or lead to a premature exit.
In all of the examples previously cited that are illustrative of the current
challenges that superintendents face, to be successful, they must decelerate the emotional
feelings of the community and educational staff, help diverse viewpoints to be heard, and
lead the divided school community to acceptable solutions. One of the strategies that has
shown to be effective in accomplishing these goals is for superintendents to use EI during
these heated issues. Superintendents demonstrating the ability to recognize personal and
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group emotions and monitor one’s own and others’ emotions affects their performance
and ultimately continuing in their position (Bradberry & Greaves, 2009).
Culturally relevant pedagogy. Similar to the diverse population of the United
States, school populations are more diverse. In response to better serving more diverse
communities, districts have begun more open discussions about culturally relevant
pedagogy (Elattar, 2021). The needs and problems of the past decade, and even this past
sociopolitical year, have shown that traditional teaching practices are out of touch with
adolescents’ ever-changing needs (Brinegar, 2019). According to Ladson-Billings
(1995), although student achievement, cultural competency, and the ability to engage in
critical critique are crucial goals of culturally relevant teaching, not all are in support,
specifically some politicians who argue that teachers will be required to teach liberal
political views (Szalinski, 2021). Ladson-Billings (1995) pointed out that student
achievement should not be measured exclusively based on standardized test results but
rather on general intellectual and cultural growth.
Another issue that leads to intense civic debate in some districts is cultural
competency and the ability of a learner to get a greater understanding and respect of their
cultural background while learning about another culture. According to Robinson and
Espelage (2011), lesbian, gay, bisexual, transgender, and queer (LGBTQ) teenagers are
bullied disproportionately. This mistreatment occurs in schools from what bathroom
students can use and gender-neutral restrooms to the athletic field with sports. In
comparison to their peers, LGBTQ youth also reported reduced levels of belonging
(Brinegar, 2019). This feedback allows superintendents to understand the needs of others
better and to use their social awareness to identify district practices that support gay,
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lesbian, and transgender people and to provide comfort to kids learning about LGBTQ
problems and experiences (Cox, 2021).
Demographic Challenges
The tremendous change in neighborhood and school demographics is one of the
challenges encountered by all superintendents. Specifically, the demographics of public
schools in the United States have been increasingly varied over the last 4 decades,
particularly among Latino students. According to Bauman (2017), the number of Latino
students enrolled in all public schools, including colleges, grew from 8.8 million to 17.9
million between 1996 and 2016. As a result, Latino students now make up close to 23%
of all students in schools in the United States (Bauman, 2017). Yet, in 2017, nationwide,
only 2% of school superintendents were Latino (Rivera, 2017). Notably, the CDE (2021)
reported that 55.3% of public school enrollment for 2020–2021 was Latino. In contrast,
the demographics of school district leaders, specifically for superintendents, have not
changed similarly. For example, as reported by a 2021 report on California
superintendents, of the 1,037 school districts, only 7% of superintendents were Latino
(CDE, n.d.).
Superintendents
The function of the public school superintendent has evolved over the past 150
years to address the changing requirements of children because of sociological,
economic, and political changes (Bjork, Kowalski, & Browne-Ferrigno, 2014). The
duties of a school superintendent have expanded to encompass lead educator,
organizational manager, political diplomat, social advocate, and communications
specialist (Bjork, Kowalski, & Browne-Ferrigno, 2014). Superintendents face increasing
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expectations and an inability to prioritize instructional goals over management and
political incursions as the complexity of public education grows (Bredeson & Kose,
2007). In addition, superintendents’ crisis management and community-building skills
have been tested to embrace change in school demographics and deal with everyday
challenging situations while striving to drive their organizations ahead (Trimis, 2021).
Latino Superintendent’s Proportionality to the Student Population
Student and community demographics have changed dramatically; for example,
the Latino student population in California in 2020 was over 54% of public school
enrollment (CDE, 2021). According to Aldhaheri (2017), “There is a tremendous
demand [for leaders with skills] required to lead culturally diverse communities” (p. 57).
Yet, despite this upward trend of more diverse student populations, Latino
superintendents remain severely underrepresented in the superintendency role at a rate of
7% (CDE, n.d.).
Studies have shown that recruiting and hiring ethnically diverse school leaders
and superintendents to address equality issues significantly influences the school and
community culture in positive ways (Montenegro, 2008). Moreover, as minority student
populations expanded, neighborhoods began searching for minority superintendents
(Montenegro, 2008). Notably, a study on minority school leaders by Haar and Robicheau
in 2008 found that leadership becomes even more powerful when schools’ administration
reflects the diversity of the student population in addressing specific cultural issues.
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Theoretical Foundations of Emotional Intelligence
History of Intelligence as a Pathway to Emotional Intelligence
Intelligence, in all forms, has been recognized and discussed for centuries, and
recently, more types of intelligence have been considered and researched. Aristotle and
other Greek philosophers coined intelligence to denote cognitive talents such as
remembering and problem solving. Another philosopher, Descartes, described
intelligence as differentiating between true and false statements. In tackling the day-today stressors, Thorndike and Stein (1937) advocated three categories of intelligence,
mechanical, social, and abstract, arguing that a man had a diversity of intelligence rather
than a single intellect (Salovey & Grewal, 2005).
Multiple intelligence theory. Gardner (1976) writes about the multiple
intelligence (MI) theory in 1976. This approach views intelligence as “a complicated
web of talents manifested in one’s products and learning choices” (McClellan & Conti,
2008, p. 1). MI theory appeals to educators because it can be applied to everyday student
learning experiences. Given Gardner’s (1976) intelligences, kids’ potential would be
boosted if this theory was utilized inside an organizational school system and provided
the opportunity for all students to flourish to their potential. However, although the MI
theory covers intelligence that a person can have, it does not include intelligence related
to cultural relations and a multicultural perspective needed for effective leadership
(Riggio, Murphy, & Pirozzolo, 2002).
Sternberg’s multiple loci of intelligence. Intelligence, according to Sternberg
(1985), may be taught through exposure and lived experiences. Sternberg’s integrative
intelligence theory recognized distinct loci within an individual (Earley, Ang, & Tan,
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2006). Metacognition, cognition, and motivation, according to Sternberg, are mental
capacities (internal) whereas overt (external) activities are behavioral capabilities (Earley
et al., 2006). The findings revealed that an individual’s ethical behavior is linked to the
individual’s view of ethical leadership, positively and meaningfully. Furthermore, the
cultural intelligence of the perceived leader functions as a moderator in the relationship
between perceived ethical leadership and the role that leaders play in encouraging their
displays of ethical behavior in their organization (Presbitero, 2019).
Transformational leadership. Transformational leadership is described as
leadership that inspires followers to achieve higher performance by conveying a vision
and engaging in true dedication and involvement in the endeavor at hand that goes
beyond self-interest for the welfare of the business (Avolio & Bass, 2001). The analysis
and summary of studies clearly show that there is a link between emotions and leadership
practices. The EI of a leader can play a crucial role in facilitating and supporting the
creative awakening of organizational members (Zhou & George, 2003).
Transformational leadership, according to McColl-Kennedy and Anderson (2002), has a
substantial direct influence on dissatisfaction and optimism. As superintendents are
expected to achieve more with less, leaders who display EI and transformational
leadership will have a greater impact (Wolf, 2010). Understanding the connections
between EI and transformational leadership can help existing superintendents and those
who want to be superintendents. Significant links between EI and transformational
leadership, according to Wolf (2010), may impact the types of leadership professional
development, leadership preparation programs, and leadership selection processes used
by educational leaders.
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Social Intelligence. Social intelligence is described as a set of talents that include
a fundamental understanding of people, strategic social awareness, and component skills
for successfully engaging with them and the ability to get along with people and persuade
them to work with you (Albrecht, 2006). Leaders who have a high level of social
intelligence are socially conscious and nurturing in their activities, which attracts others
(Albrecht, 2006). The ability to inspire and grow others in school organizations relies on
the leaders’ level of competent interaction, which is a critical skill for them to possess
(Sternberg & Li, 2020).
Emotional Intelligence. EI is defined as the ability to assess mental capacity and
monitor reactions to effectively understand and manage others’ emotions (Mayer &
Salovey, 1997). In 1990, Mayer and Salovey (1997) coined the term emotional
intelligence, which was then popularized in the 1990s by Daniel Goleman. Scholars like
Goleman (1995) discovered that the human element plays a complex role in an
organization’s survival in its market. As a result, EI has emerged as a critical component
of effective organizational performance through the four competencies of self-awareness,
social awareness, self-management, and relationship management (Goleman, 1995).
A study by Holzer et al. (2018) showed that emotional intelligent skills learned by
superintendents helped manage their own emotions but enabled them to notice and
comprehend the sentiments of others, particularly those who have multiple needs and
require individualized support.
Leaders utilize intelligence in their daily work. Those who emotionally
mismanage sensitive events are a primary source of suffering. This shows that school
leaders might reduce workplace stress by honing emotional intelligent skills (Salovey &

12

Mayer, 1990). EI is defined as perceiving emotions in oneself and others,
comprehending their origins and effects, and successfully regulating emotions to achieve
a goal or scenario (Mayer, Caruso, & Salovey, 2016). Leaders with a high emotional
intelligent level are more self-aware; they take frequent breaks throughout the school day
to reflect on their feelings and their significance, among other things. Emotional
intelligent leaders also learn to detect the habits, causes, and events that contribute to
harmful stress (Holzer et al., 2018).
Goleman’s Theoretical Framework of Emotional Intelligence
According to Goleman (2006), an internationally renowned psychologist and
science journalist, EI is defined as the ability to recognize reactions, admit, produce
feelings, comprehend emotional awareness, and control emotions reflectively to
encourage emotional and intelligent progress. Furthermore, evidence from several
empirical research on EI and superintendent leadership in public school districts
contributed to the solid conclusion that EI is an essential component of superintendent
leadership (Fulcher Gutierrez, 2017).
Self-Awareness
Goleman (2006) defined self-awareness as “understanding reactions and
discerning linkages,” or “recognizing one’s reactions accurately in an instant and
identifying actions through circumstances” (p. 74). Self-awareness is one of the most
important qualities of a great leader, and it can be increased with a little effort and
thought (Widjaya, 2014). For superintendents working with diverse stakeholders, having
an open mind, knowing the district operational parameters, and focusing on the
organization’s vision and mission is vital for success (Fallon, 2016).
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Social Awareness
Goleman, Boyatzis, and McKee (2013) demonstrated social awareness by
detecting emotions, taking into account other people’s points of view, actively
participating in distresses of others, and being aware of people’s emotional states in
relation to their feelings and thoughts. Empathy, organizational awareness, and service
orientation are all part of social awareness (Buskila, 2021). Leaders cannot attain EI
without being socially aware of their surroundings and people. Moreover, being socially
aware enables superintendents to understand and learn from people of different
backgrounds (Tait, 2020).
Self-Management
Goleman (2006) defined self-management as the ability to control unpleasant
emotions and impulses. Self-management is intimately linked to the ability to act on
these emotional emotions (Bradberry & Greaves, 2009). A leader who possesses these
qualities maintains calm in the face of hardship and learns, changes, and adjusts along the
way. The leader thrives amid adversity and can deliver the best results (Botelho, 2020).
Superintendents who have the ability to demonstrate self-control and manage time,
priorities, and decision-making capacity create a more effective leadership style in their
school organization (Kucala, 2017).
Relationship Management
According to psychologists Bradberry and Greaves (2009), relationship
management is a blend of all three aforementioned behaviors that involves combining
tactics and skill in one’s expertise and emotions to effectively handle relationships.
Goleman et al. (2013) maintained that this ability helps people create a firm vision to
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motivate and inspire themselves. Superintendents will benefit from the core principle of
managing relationships and emotions to achieve their desired outcomes while facing
challenging decisions (Turner, 2020). An effective leader uses these relationships to
work with and influence others to achieve common goals and build a shared vision. This
skill can be an essential aspect of team building and allows leaders to enact meaningful
change in their organizations (Balaji, 2021).
Statement of the Research Problem
As the organization’s CEO, the superintendent is responsible for the budget,
policy execution, student academic progress, adherence to state and federal
regulations, parent complaints, and managing relationships with employees and the
overall community (Griffin, 2005). As a superintendent, challenges, responsibilities,
and stresses have increased, and navigating the district’s internal and external
political pressures is an ongoing challenge (Muhammed, 2012). Traditionally,
superintendents bear many challenging duties in the educational environment,
including instructional leadership, school operations, parent engagement, student
discipline, student enrollment, budgets, facilities, and community satisfaction (Duran,
2014). Researchers who have studied school superintendents generally agreed that
the most influential leaders are aware of present situations and stakeholder emotions
during challenging issues, allowing them to work effectively in various scenarios
with the many types of people who make up an organization (Labby et al., 2012).
Most recently, because of the increased complexities of public education
challenges, superintendents’ emotional intelligent skills have been tested in how they
respond to the years’ long pandemic and all its associated issues in addition to the
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typical challenges as they lead their school districts forward (Trimis, 2021). For
example, superintendents have faced a difficult task during the global COVID-19
pandemic, quickly devising arrangements for distance learning and quickly
developing strategies for returning to in-person instruction with a safe reopening of
schools. Despite the emotional concerns of the community, parents, teachers,
students, and employees, superintendents had to remain calm and steady in their
leadership.
According to Schaffhaurser’s (2021) study, the superintendent’s position has
changed dramatically because of the pandemic political landscape, which has made the
job more challenging, including the economic ramifications of lack of funding.
Furthermore, Dan Domenech, executive director of the American Association of School
Superintendents (AASA), stated that the pandemic had resulted in an unusual amount of
turnover in superintendent positions because people have retired, resigned, or, in some
cases, been fired as a result of disagreements with school board members over reopening
schools (Taylor & Nierenberg, 2021).
Another challenge that superintendents have had to grapple with is learning how
to better serve a more diverse community because school ethnic demographics have
shifted. Having the social awareness of diverse communities and being culturally aware
and responsive is paramount for school district superintendents (Henkle, 2017). For
example, according to the 2019 American Community Survey (ACS), over the past 50
years, the Latino population in California has continued to grow compared to other races
and ethnic groups. In California public schools, the demographics for Hispanic students
have changed from 37% 27 years ago to 55.3% today (CDE, 2021). Yet, there is not a
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similar change in superintendent demographics. In fact, according to a report from CDE
(n.d.), only 7% of superintendents in California are Latino. Consequently, because there
are very few Latino superintendents, there has not been the opportunity to conduct
research on their leadership skills.
Over time, with the emergence of more Latino superintendents, it will be critical
to gain a deeper understanding of their leadership abilities and to assist them in becoming
stronger leaders. Currently, with so few Latino superintendents, 7% in California, there
has been insufficient research about leadership with this population. One of the
important leadership skills to study is emotional intelligence. Goleman (2002) argued
that essential components of building relationships through EI in an organization
construct efficient leadership. Several researchers have suggested that emotional
intelligent strategies have assisted leaders in responding to challenges and are vital to a
superintendent’s successful term in a district (Fulcher Gutierrez, 2017). Superintendents
must also possess expert skills, background knowledge, and personal competencies, such
as self-awareness, social awareness, self-management, and relationship management, to
lead during these difficult times and have a long-standing tenure in their organization.
However, few studies have examined how leadership and EI may support a
successful superintendency, and even fewer studies have occurred with Latino
superintendents. Substantially more research is needed to study how Latino
superintendents respond to challenges in their school organizations using EI. This lack of
research in this area indicates the need for scholarly insights to bolster exemplary Latino
superintendents’ capacity to lead their organizations through EI as they respond to
leadership challenges in their school organizations.
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Purpose Statement
The purpose of this qualitative multicase study was to describe the emotional
intelligent strategies that exemplary Latino school district superintendents use as they
respond to leadership challenges in their school organizations based on Goleman’s (2006)
four domains of EI (self-awareness, self-management, social awareness, and relationship
management). A secondary purpose of the study was for exemplary Latino
superintendents to explain how their use of emotional intelligent strategies supports their
success and tenure as they respond to leadership challenges in their school organizations.
Research Questions
Central Research Question
The central research question for this study asked, “How do exemplary Latino
school district superintendents describe their use of emotional intelligent strategies as
they respond to leadership challenges in their school organizations based on Goleman’s
(2006) four domains of EI: self-awareness, self-management, social awareness, and
relationship management?”
Research Subquestions
1. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-awareness as they respond to leadership
challenges in their school organizations?
2. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-management as they respond to leadership
challenges in their school organizations?
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3. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of social awareness as they respond to leadership
challenges in their school organizations?
4. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of relationship management as they respond to
leadership challenges in their school organizations?
5. How do exemplary Latino school district superintendents describe their use of
emotional intelligent strategies to support their success and tenure as they respond to
leadership challenges in their school organizations?
Significance of the Problem
Successful superintendents have been described as critical to promoting change
and development initiatives in a district (Forsyth, 2004). Superintendents control the
school districts’ overall operations (Hoyle, Bjork, Collier, & Glass, 2005). There are
significant areas of the superintendent’s job that contribute to the leadership and how the
superintendent guides governance effectively, such as unions and school boards,
transparency and evaluation, school diversity, principal school growth, interagency
cooperation, and community relationships (Harvey, Cambron-McCabe, Cunningham, &
Koff, 2013). The superintendent is the district’s CEO and is ultimately in charge of
setting expectations for all operations and relationships within the institution (Benzel &
Hoover, 2015).
Latino superintendents account for approximately 2% of the leadership in more
than 14,000 school districts across the country (Rivera, 2015). However, in California,
just 7% of superintendents were Latino out of 1,037 school districts (CDE, n.d.). Given
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that 55.3% of public school enrollment in California schools were Latino students (CDE,
2021), it is vital to hire district leaders who understand families’ cultures, particularly the
Latino community. This understanding, coupled with cognitive ability, social functions,
workplace performance, and EI, is significant (Brackett, Rivers, & Salovey, 2011).
With the development of more Latino superintendents, it will be vital to
understand their leadership talents better and help them grow as leaders. However,
owing to all of the civil issues, more research is needed due to the few studies on Latino
superintendents, particularly in emotional intelligent competency areas.
After examining the research, this study is critical in giving school
superintendents results to promote an increased knowledge of EI leadership and
recognize methods to promote an increased awareness of emotional intelligent traits. EI
has emerged as a strength seen by successful leaders in many organizations (Bradberry &
Greaves, 2009). A superintendent must have a skill set that shows the ability to cope
with potentially challenging and complicated circumstances without losing emotional
control (Bracket et al., 2011). Leaders being aware of their EI could benefit them by
detecting others’ emotional states to facilitate positive social functions (Bracket et al.,
2011). Thus, EI improves workplace efficiency, organizational functioning, and problem
solving related to improving workplace culture (Mathew & Gupta, 2015).
This study will benefit many organizations that provide leadership and mentoring
opportunities for current and future superintendents, specifically Latino leaders.
Organizations like the California Association of Latino Superintendents and
Administrators (CALSA, n.d.) are a benefit to Latino leaders. CALSA’s (n.d.) website
states its purpose is a professional association that advocates for the continued
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development and placement of Latino educational leaders who are committed to quality
public education. With findings from this study, CALSA would better support and
prepare current and future superintendents on the importance of EI.
A second organization that benefits current and future superintendents at the
national level is the Association of Latino Administrators and Superintendents (ALAS).
Veronica Rivera (2015), the previous executive director of ALAS, wrote an article about
mentoring superintendents and stated, “Broadening knowledge in the areas of leadership,
strategic planning, curriculum alignment, instruction, and student assessment, and
management systems, providing Latino administrators the wings needed to elevate
themselves to superintendents and beyond” (p. 32). In addition, organizations such as
these will give superintendents the opportunities to develop their emotional intelligent
skills in building collaborative organizations and relationships, including learning how to
listen, understand when to answer, and own bias because these action steps are crucial
(Frey, 2012).
This study supports how current and future superintendents can better understand
EI and behaviors to create productive relationships with the school board and community
(Ament, 2013). Superintendents who focus on the right goals, manage change efficiently,
are self-aware, and remain in their positions longer in the same district typically have
higher student achievement results (Pascopella, 2011). In addition, evidence from
multiple empirical reports on EI and public school district superintendents contributed to
the firm conclusion that EI is an integral aspect of superintendent leadership (Fulcher
Gutierrez, 2017). Hence, EI’s essential workings must be demonstrated for
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superintendents to effectively build and lead a collaborative culture in their organizations
and ultimately be recognized as exemplary leaders.
Definitions
The researcher used the following operational and theoretical definitions
throughout this study.
Operational Definitions
Emotional intelligence (EI). EI is the ability to strengthen one’s relationships,
perform well in work, connect with one’s emotions, and make well-informed decisions
about what matters most (Segal, Smith, Robinson, & Shubin, 2021).
Self-awareness. Self-awareness is the ability to monitor one’s emotional state,
distinguish one’s own beliefs from others, and correctly identify and name one’s
emotions (Goleman, 1995).
Self-management. Self-management is the ability to manage one’s emotions in a
healthy way, take the initiative, stick to commitments, and adapt to changing situations
(Segal et al., 2021).
Social awareness. Social awareness is the ability to understand other people’s
emotions, wants, and concerns; notice emotional cues; feel at ease in social situations;
and recognize organizational power dynamics (Segal et al., 2021).
Relationship management. Relationship management means the leader has the
ability to listen and influence others to make appropriate decisions, working as part of a
team and being able to handle interactions successfully (Usher, 2017).
Exemplary. Someone who is exemplary provides an excellent example for
people to copy.
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Latino. Latino is a male member from the following cultures regardless of race:
Cuban, Mexican, Mexican American, Puerto Rican, South or Central American or other
Spanish culture (Lopez, Gonzalez-Barrera, & Lopez, 2017).
Theoretical Definitions
Emotional intelligence (EI). EI is the capacity to identify and control one’s own
and other people’s emotions. The four domains of EI are self-awareness, selfmanagement, social awareness, and relationship management (Goleman, 1995).
Self-awareness. Self-awareness means the leader has the ability to recognize and
understand personal moods and drives as well as their effect on others (Goleman, 1995).
Self-management. Self-management means the leader has the ability to manage
one’s actions, thoughts, and feelings in flexible ways to get the desired results. Optimal
self-management contributes to a sense of self-efficacy or confidence and a sense of
connectedness to others (Goleman, 1995).
Social awareness. Social awareness means the leader has the capacity to
effectively detect other people’s emotions and read events. It’s all about detecting what
other people are thinking and feeling so the leader can empathize with them (Goleman,
1995).
Relationship management. Relationship management means the leader has the
ability to take one’s own emotions, the emotions of others, and the context to manage
social interactions successfully (Goleman, 1995).
Exemplary. Someone who is exemplary stands out among peers significantly,
and appropriate behavior, beliefs, or objectives can be emulated (Piazza, 2014).
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Latino. Latino is a pan-ethnic term meant to describe and summarize the
population of people living in the United States and is of that ethnic background (Lopez,
Gonzalez-Barrera, & Lopez, 2017).
Delimitations
In this multicase study, this researcher uncovered various delimitations because
this study was limited to five exemplary Latino superintendents in California. To delimit
the population, the following purposeful sampling criteria were used:
1. Superintendents were current California public school district superintendents who
served 3 or more years in the same school district.
2. Superintendents have demonstrated personal skills of EI.
3. Superintendents were members in CALSA professional association.
4. Superintendents have published articles, papers, or presented at conferences.
5. Superintendents have received recognition awards from professional organizations,
such as Association of California School Administrators (ACSA), CALSA, CSBA,
California Latino School Boards Association (CLSBA), and so forth.
6. Superintendents have been recognized by a peer, in the same position, as an
exemplary superintendent.
7. Superintendents have led districts that received awards, such as Western Association
of Schools and Colleges (WASC) 6-year certification, CSBA Golden Bell Award,
California Distinguished School Award, Blue Ribbon Award, and so forth.
Organization of the Study
This study is divided into five chapters. Chapter I discussed current research
articles, a problem statement, the purpose of the study, the significance of the study, a
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conceptual framework, five research questions, the research design, delimitations,
definitions of key terms, and an explanation of the study’s organization. Chapter II
contains a literature review that summarizes the research and literature related to the
theory of EI and the vital role Latino superintendents play in districts with diverse
demographics. The final section of this chapter highlights the gaps in the literature and
the need for greater study on the relationship between EI and superintendents in the
context of leadership. Chapter III discusses the methodology of this, which includes the
research objectives, the instrument utilized for the study, the instrument’s validity and
reliability, data collecting, and subsequent data analysis. Chapter IV discusses the
findings of each research question in the study and reviews the actual results. Finally,
Chapter V discusses the study’s findings, ramifications, and recommendations for further
research. References and appendices complete this chapter.
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CHAPTER II: REVIEW OF THE LITERATURE
In the last decade, education has evolved significantly as school district leaders
have migrated from a more conventional focus on independent leadership to a more open,
collegial, and relational leadership approach (Hoyle et al., 2005). This chapter examines
the importance of emotional intelligence (EI) as a key resource for effective leadership as
superintendents respond to challenges in their school organizations. In addition, this
review explores EI research as an element of leadership behaviors for superintendents of
school districts, specifically Latino superintendents in California. Next, the chapter
explains how school district Latino superintendents manage their EI use as they respond
to leadership challenges in their school organizations, based on Goleman’s (2006) four
domains of EI: self-awareness, self-management, social awareness, and relationship
management. Finally, the chapter addresses a district superintendent’s job in a school
system, analyzing disparities in the research on Latino superintendents as it pertains to
EI.
History: Early Years of Public School Districts
School districts date back to the early 1800s when local officials began to manage
and lead public schools (Land, 2002). School boards eventually became elected positions
that governed the schools as school systems became more complex and demands
increased (Land, 2002; Petersen & Fusarelli, 2001; Timar, 2003). In the early days of
school districts, board members were focused on a common agenda, shared goals, and a
willingness to compromise (Cibulka, 2003). This is in sharp contrast to today’s school
boards, which can be rife with personal and political objectives and opposing viewpoints
(Björk & Keedy, 2001).
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School districts began appointing superintendents to serve as instructional leaders
who supervised classroom instruction and were referred to as lead instructors or teacher
scholars as early as 1837 (Kowalski, McCord, Peterson, Young, & Ellerson, 2011; Land,
2002; Moody, 2007). Superintendents became school and district managers as the
demand emerged in the early 1900s, and their responsibilities grew. This resulted in
overlapping roles and a lack of clarity between the superintendent’s position and the
board’s responsibility, resulting in organizational and political conflict (Kowalski et al.,
2011; Moody, 2007). The board’s relationship with the superintendent grew increasingly
complicated over time because the superintendent’s function evolved to include more
technical and leadership abilities in managing and leading district operations while the
board took on a policy-making role (Kowalski et al., 2011). As special interest and
community organizations developed, schools were restructured and transformed, school
reforms were enacted, resources were limited, accountability grew, and the board and
superintendent relationship became increasingly politically charged (Rocha, 2007).
School Boards
History of Evolution of School Boards
According to the National School Boards Association (Bryant, 2002), “Local
democratic governance of public education had a deeply embedded heritage in our
country long before it became an independent nation” (p. 21). For example, the
Massachusetts Bay Colony passed legislation in 1647 mandating the establishment and
maintenance of schools in towns. Citizens were in charge of these early schools, which
were ran through town meetings. However, according to NSBA (Bryant, 2002), as
school concerns got more complicated, control was handed to citizens who were elected
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representatives and eventually to committees of townspeople who appointed a
schoolmaster. The elected officials also built schoolhouses and dealt with other schoolrelated issues.
School committees evolved into monitoring organizations apart from the rest of
the municipal administration by the early 1800s. According to NSBA (Bryant, 2002),
Massachusetts formally established the school committee system in 1826, mandating
each town to elect a separate school committee with “general charge and supervision”
(para. 22) of all public schools in the municipality. Over time, this effective model
spread throughout the country, ensuring that local communities had a direct say in the
construction and control of their public schools (Bryant, 2002).
School boards continue to operate from a governance oversight viewpoint as they
have in the past (Balch & Adamson, 2018). Because most school board members are not
educators, they deal with school issues primarily through policy although this perspective
is not entirely sterile (Balch & Adamson, 2018). The majority of boards will meet once
or twice a month to do business, such as setting policy, allocating future expenditures,
and receiving information on district concerns and performance. Board members are not
full-time school employees but are significant elected officials who make decisions from
the information the superintendent presented confirming that the district is working as
intended based on the reports to them as the district-governing board (Balch & Adamson,
2018).
Roles and Responsibilities
According to NSBA (Bryant, 2002), one of the significant responsibilities of a
governing board is to hire, supervise, and evaluate the superintendent of schools, the
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school district’s top executive officer, as well as to establish policies for hiring other
professionals in the district. Additional governance obligations that boards are
responsible for include overseeing the development and adoption of policies, establishing
and adopting budget priorities, overseeing the development and adoption of strategic
plans, establishing the curriculum’s direction and adoption, and setting policy and
approving a collective bargaining agreement (Bryant, 2002; Dervarics & O’Brien, 2011;
Sell, 2005). School boards collaborate with the superintendent and district office
personnel to develop policies that regulate all elements of the school system. School
boards also expect the superintendents to be accountable and communicate with the
community in their leadership role. Most importantly, members of the school board
govern as a group rather than as individuals (CSBA, 2021; Heiligenthal, 2015).
School boards seek superintendents who are exemplars in their field. Typically,
school boards seek superintendents who will take the district to a new level of excellence.
According to the Board of Education, the incoming superintendent must make decisions
in children’s best interests and promote academic attainment in all classrooms (Black,
2007). In addition, exemplary superintendents respond to challenges and lead change
efforts by clearly and thoughtfully articulating their reform vision and goals and the
district’s desired culture (Portis & Garcia, 2007). Superintendents who excel respond by
cultivating solid and positive relationships with their school boards.
Superintendents
History of Evolution of the Superintendent Position
School districts began appointing superintendents to serve as instructional leaders
who supervised classroom instruction and were referred to as lead instructors or teacher
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scholars as early as 1837 (Kowalski et al., 2011; Land, 2002; Moody, 2007).
Superintendents became school and district managers as the demand emerged in the early
1900s, and their responsibilities grew. This resulted in a misalignment of duties and a
lack of clarity between the superintendent’s and the board’s roles, resulting in
organizational and political strife (Kowalski et al., 2011; Moody, 2007). The board’s
relationship with the superintendent grew increasingly complicated over time because the
superintendent’s function evolved to include more technical and leadership abilities in
managing and leading district operations while the board took on a policy-making role
(Kowalski et al., 2011; Land, 2002). As special interest and political groups arose,
schools were restructured and transformed, school reforms were adopted, resources were
limited, accountability grew, and the board and superintendent relationship became
increasingly politically charged (Cibulka, 2003; Rocha, 2007).
The superintendents controlled the overall operations of the school district (Hoyle
et al., 2005). Successful superintendents have been described as critical to responding to
change and developing initiatives in a district (Forsyth, 2004). Significant areas of a
superintendent’s job contribute to the leadership and guide governance effectively, such
as unions and school boards, transparency and evaluation, school diversity, school
principal growth, interagency cooperation, and community participation (Harvey et al.,
2013). The superintendent is the CEO and is ultimately responsible for setting
expectations for all functions and interactions during the superintendent’s tenure in the
school organization (Benzel & Hoover, 2015).
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School Demographic Changes
Latinos have rapidly become the largest ethnic group in the United States. The
Latino population is expected to reach 24.6% of the population by 2060 (Bar-On, 2019).
According to the American Community Survey (ACS) released by the U.S. Census
Bureau in 2019, 39% of California residents are Latino, 36% are White, 15% are Asian or
Pacific Islander, 6% are African American, fewer than 1% are Native American or
Alaska Natives, and 3% are multiracial or other (Johnson, McGhee, & Mejia, 2021). In
2020, CDE (2021) indicated that Hispanic or Latino students now make up 54.9% of all
kindergarten through 12th-grade students in public schools.
Despite the fact that Latinos are the country’s second largest racial/ethnic group,
Latino superintendents continue to be underrepresented (Gallegos, 2012). According to
the CDE (2021), Latino males make up approximately 14% of superintendents in public
schools while White males make up 68% (Kowalski et al., 2011). Furthermore, even
though minority males pursue leadership posts such as superintendents and have the
necessary qualifications, a review of the literature has revealed that minority men in these
positions remain underrepresented in comparison to the ethnicity of the student
population (Angel, Killacky, & Johnson, 2013; Barajas, 2016).
In California, there is a similar underrepresentation of Hispanic superintendents in
comparison to the student population. According to CDE (n.d.), there are roughly 1,037
superintendents in California. Male Latino superintendents accounted for approximately
7% of the 1,037 superintendents (CDE, n.d.). In contrast, Hispanic students make up
55.3% of school-aged students (CDE, 2021). Although Latino male minority
superintendents are underrepresented in educational leadership positions, they bring a
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distinctive leadership framework that includes a strong understanding of and celebrating
cultural values (Bordas, 2013).
Latino Superintendents
School districts started hiring racial and ethnic minorities who reflected their
community, such as Latinos, to act as school administrators and superintendents because
of equality concerns during the 1970s (Montenegro, 2008). As minority student
populations expanded, communities began searching for superintendents with diverse
ethnic backgrounds (Montenegro, 2008). According to Montenegro (2008), there was a
greater demand for special preparation of leaders who could tackle social, ethnic, and
economic problems and efficiently handle inner-city changes.
In 2017, Bauman stated, “The number of Hispanic students enrolled in U.S.
schools, colleges and universities doubled from 8.8 million to 17.9 million between 1996
and 2016. Nationally, Hispanic students now account for 22.7% of all students enrolled
in school” (p. 35). However, Latino superintendents account for about 2% of
management in over 14,000 districts in the nation (Rivera, 2015). In 2021, CDE (n.d.)
reported that only 7% of California’s superintendents were Latino. At the same time,
55.3% of all kindergarten through 12th-grade students in public schools were Latinos
(CDE, 2021). Many argue that Latinos, the nation’s largest minority community, should
have a greater presence in district leadership (Pascopella, 2011). When the leadership
mirrors the diversity of the student population, this role modeling becomes even more
persuasive (Haar & Robicheau, 2008).
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School Boards and Superintendents
Superintendents play an essential role in collaborating with the community and
the board of trustees. The superintendent is the CEO, and the board is responsible for
managing the superintendent. The board of directors appoints the superintendent
(Carlson, 1961). Meador (2019) suggested that successful organizations have trustees
and superintendents who have a collaborative working rapport to solve challenges
together. Therefore, upon hiring the superintendent, a fruitful relationship ought to begin.
Working Relationships
A positive working relationships between the superintendent and school board is
essential in collaborative partnership in which all leaders work to shape the
organization’s mission and optimize learning impacts (Fullan & Quinn, 2016). Fullan
and Quinn (2016) advised leaders not to mask learning challenges while developing trust,
reputation, and an awareness of organizational needs to improve relationships.
Optimizing the learning effect involves raising the focus on learning (Fullan & Quinn,
2016). The joint inquiry creates an iterative process of learning and growth (Fullan &
Quinn, 2016). Leaders can establish an educational emphasis on collective inquiry by
defining a few priorities with a specific plan that can be expressed by all staff in the
organization (Fullan & Quinn, 2016).
Communication With the Board and Stakeholders
For superintendents to create a collaborative culture requires a climate of
communication with the board and stakeholders by learning leadership, building
capacities, and working together as a team (Fullan & Quinn, 2016). In addition,
collaborative cultures can influence whole-system transformation by developing the
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structures, resources, and supports required for change (Fullan & Quinn, 2016).
Communication and collaboration go hand in hand, which requires continual review of
quality-based policies and initiatives and commitment by the team while making critical
decisions (Fullan & Quinn, 2016). A team also needs to recognize issues, consider the
local capacity to address the problem, and then decide whether the problems are better
dealt with internally or externally. In addition, the team needs to assess the immediacy of
the problem solving and whether it is best to solve it quickly or wait and build the
organization’s capacity to solve the problem itself (Fullan & Quinn, 2016). Finally, a
crucial component of developing a culture of collaboration is producing skills and solving
leadership challenges within the organization.
To be an effective leader, a culture of honesty, accountability, and collaboration
must work together, create trust, and develop relationships within the school community
and all other stakeholders (ECRA Group, 2010), developing a district community that
relies on all district employees working together. Leaders are taught to share knowledge
and understanding using examples, advice, and solutions to challenges (Ackerman
Anderson & Anderson, 2010).
Superintendents’ Tenure
A major educational issue that remains is the tenure of the superintendent. Most
current researchers consider the influence of variables other than the superintendent, with
fewer studies aimed at superintendent tenure and impact on student achievement and
responding to challenges in their school organization. Simpson (2013) stated that the
turnover of the superintendent is linked to decreasing test scores, political motives, and
challenging controversial decisions.
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The most successful districts are where the elected board members and the
superintendent collaborate well (Meador, 2019). The superintendent makes
recommendations for discussion and action to the board of trustees. While the
superintendent is the district’s leader, the school board members evaluate the
superintendent. This relationship begins when the board hires the superintendent.
However, given the challenges of leading modern schools and garnering more significant
results, some superintendents have significantly longer tenures than the nation or state
average (Chance, Butler, Ligon, & Cole, 1991). The superintendent median tenure was
3.46 years in 2010, according to Kowalski et al. (2011). The most recent study in 2018
reported that a quarter of superintendents leave before their 3-year anniversary because of
high community demands and challenges, most leaving within 6 years (Barnum, 2018).
School Districts Today
Demographic Challenges
One of the tenets of America is our foundation of immigrants from other
countries. No other nation has had been populated so heavily by immigrants (Budiman,
2020). Today, other than Native Americans, few Americans can trace their family’s
lineage to America. In spite of this country being formed with immigrants over the past
3 centuries, some of today’s immigrants meet with social and political challenges
(Watson, 2014). Over the past 40 years, the predominant immigrant population for
school-age students has been the Hispanic or Latino population. As of July 2019, the
Hispanic or Latino population in the United States accounted for 18.5% of the total
population, or 60.8 million people according to the U.S. Census Bureau (2021). As a
result, Latinos have surpassed Whites as the country’s largest ethnic minority, with the
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Latino population expected to reach 24.6% of the population by 2060 (Bar-On, 2019).
With Latinos rapidly becoming the largest ethnic group in the United States, public
schools require more leadership that reflects the diversity of their student body.
In 2021, CDE indicated that Hispanic or Latino students now make up 55.3% of
all kindergarten through 12th-grade students in public schools. In 2019, the U.S. Census
Bureau (2021) issued the ACS results showing that 39% of California residents are
Latino, 36% are White, 15% are Asian or Pacific Islander, 6% are African American,
fewer than 1% are Native American or Alaska Natives, and 3% are multiracial or other
(Johnson et al., 2021). Figure 1 displays approximately 50 years of data showing that the
Latino population in California continues to grow as the majority–minority community
compared to other races and ethnic groups. Latino and multiracial residents were the two
race or ethnic groupings that increased significantly since 1970 according to the 2019
ACS. With the growing number of Latino and multiracial residents in California, there is
a demand for multicultural leaders’ representation and voice in many sectors, particularly
in public education.
Superintendents have encountered various demographic changes in schools for
over 30 years (Montenegro, 2008). As a result, parents have demanded more of a voice
significant in attaining results and more diversity in hiring schoolteachers and leaders
who reflect the student population (Montenegro, 2008).
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Figure 1. U.S. Census Bureau graph of California becoming increasingly diverse in
population. From American Community Survey (ACS), by U.S. Census Bureau, 2022, p. 3
(https://www.census.gov/programs-surveys/acs).

Culturally Responsive Challenges
It has become clear that cultural responsiveness is paramount in school districts
because demographic and societal changes have shifted school reform efforts effectively
rewriting the job description of superintendents as social activists and community leaders
(Henkle, 2017). As far as the efficacy of school leadership across the globe is concerned,
a contextual, cultural perspective is vital to the role of a school leader in student
achievement (Melton, Mallory, & Chance, 2013). Henkle (2017) suggested, “A
culturally responsive approach to involvement requires schools to explicitly re-define
parent involvement by recognizing the assets in the community and allowing those agents
to become leaders and transformers of schools, which will empower students and
families” (p. 21).
Academic Challenges
Superintendents are ultimately responsible for the district’s overall academic
performance of all students. A good leader has high expectations and sets goals for
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student achievement and school performance (ECRA Group, 2010). Test scores,
graduation rates, student engagement, and school climate are some examples that are
typical academic indicators in California based on the state priorities of the Local Control
and Accountability Plans (LCAP) for all school districts (CSBA, 2021). In particular,
superintendents need to meet and surpass the expectations of student education to be
college-and-career ready in the 21st century (Partnership for 21st Century Skills, 2008).
In addition, parents and the community expect better test results and school outcomes.
Superintendents are under a lot of stress, but working together with the board, parents,
community partners, and employee unions, they have an opportunity to respond to the
challenges and make a difference in their district’s education for all students (Soika,
2021).
Unions
Historically, teachers’ unions have protected their members’ interests in
cooperating with federal and state school reform initiatives (Moe, 2012). Teachers’
unions have developed a culture of contention rather than cooperation about school
reform for nearly 4 decades, producing a we versus them narrative that pits one against
the other (Jochim & Lavery, 2019). Working with employee unions to secure agreements
for the impact of reform initiatives and teachers’ working conditions is a frequent and
intense challenge for superintendents. Unionization resistance to school reform and
school improvement can become trust-building experiences or trust violations between
superintendents and teachers’ unions (Jochim & Lavery, 2019). As a result,
superintendents are wise to use emotional intelligent strategies of involving teachers’
union representatives when employees have concerns about new workload requirements
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or are concerned or conflicted about the obligations that they are facing (Kraushaar &
Novac, 2010).
Relationships with teachers’ unions can either help or harm a superintendent’s job
performance and potential tenure. To be successful, superintendents must decelerate the
emotional feelings of the community and academic staff, help diverse viewpoints be
heard, and lead the divided school community to acceptable solutions in all challenges
that the superintendents respond to as they lead their organization (Schul, 2019).
Current Public School Challenges
Regardless of geographical location, the world has been experiencing unparalleled
turbulence due to the COVID-19 pandemic impacting every facet of life. For many
residents, such intense and prolonged concern has produced long-lasting strain and
tension (Tesar, 2021). Consequently, the reaction to the pandemic and proposed
government remedies has amplified many intense, if not uncivil, behaviors, including
discrimination and hatred (Bonotti & Zech, 2021). The emotional effects have impacted
all aspects of school organizations. These societal reactions and the school issues have
led to some of the most demanding and challenging issues that superintendents have had
to address.
COVID-19 Pandemic
A vital role of a superintendent is to develop positive relationships and effective
communication with the broader school community as it responds to epic pandemic
challenges. In March of 2020, the COVID-19 pandemic closed schools for 18 months
across the country. Staff, parents, and students were concerned about the harmful impact
of the COVID-19 pandemic and the recommended solutions, including school closure
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and online student education. A vocal group of parents became exasperated at the state
of the schools and routinely lambasted school boards and superintendents over the
perceived lack of communication and frustration of the decision not to be able to attend
school in person (EdSource, 2021). As a result, challenging choices were made and
implemented, often requiring a shift in practice or policy changes within a school system
that is not always popular (Brierton, Graham, Tomal, & Wilhite, 2016; Kowalski et al.,
2011). The decisions made during the COVID-19 pandemic sparked many concerns,
resistance, and some irate parents at the local and district level needing superintendents to
be aware of all stakeholders’ emotions while knowing that districts must follow state and
federal laws (Lambert, 20201).
COVID-19 Vaccinations
In October 2021, California Governor Gavin Newsom introduced a new state law,
which would require all public and private school students and staff to be vaccinated by
July 2022 to be on campus. Unless a medical or religious exemption was granted,
employees would need to be vaccinated (EdSource, 2021). California was the first to
declare that this vaccine would be added to the list of immunizations that all pupils must
receive. A small number of districts in 14 other states followed suit (Kamenetz, 2021).
At the local level, for school districts, this decision sparked many concerns, resistance,
and some irate parents. With parents frequently attending school board meetings to
express their dissatisfactions, superintendents needed to be aware of all stakeholders’
emotions while knowing that districts must follow state law (Lambert, 2021).
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School-Organized Protests
More recently, protesters have disrupted school board meetings in various states
and districts around the country (Kamenetz, 2021). They oppose policies that require
people to wear masks, mandatory vaccinations and teaching about race, diversity, equity,
and inclusion (Kamenetz, 2021). These power connections are a broader radical, political
dynamic to attempt to influence emotional responses as to what education practices are
applied (e.g., who gets to talk, who must remain silent, and what is possible to say) and
exercising influence over education’s sociopolitical activity (Wallace & Irons, 2010).
Having such a complicated, diversified, and challenging set of expectations,
educational leaders need to manage their emotions, stress, and busyness that come with it
(Maulding, 2002). Thriving educational leaders, according to Cherniss and Fullan
(Reynolds & O’Dwyer, 2008), “demonstrate the ability to nurture positive dynamics with
a variety of people while motivating them and creating a sense of community in the
workplace, all while meeting the challenges and requirements of local, state, and federal
mandates and expectations” (p. 92). In addition, according to Leithwood and Beatty
(2008), successful leaders have the innate emotional strength and use it to overcome
challenges and tribulations by focusing on relationship management with the
connectedness of the people involved and recognizing shared emotional territory
(Blackmore, 2011).
Critical Race Theory
As of today’s worldwide pandemic, police abuse targeting Black, Indigenous, and
other people of color communities, and as large urban upheavals rock the nation, racism
and White supremacy have reached a crisis level (Polk & Vasquez, 2021). Critical race

41

theory (CRT) ideas are more than a 40-year-old academic topic and framework for
analyzing the U.S.’s White supremacist system and can be used as the foundation for
racially just social work practice (Polk & Vasquez, 2021). Race as a social construct,
constructed and exploited to support and perpetuate White supremacy, is the first premise
of CRT (Delgado & Stefancic, 2001).
Superintendents have responded to this challenge in their school organizations by
forming diversity, equity, inclusion, and belonging district-wide committees comprising
students, teachers, and administrators. These committees provide awareness of current
district policies that may be outdated and need to be revised to be more equity focused
including providing professional development for teachers to recognize and overcome
unconscious biases, which many experts believe contribute to disproportionate
suspensions and expulsions for Black and Latino students, among other things
(Pendharkar, 2021).
Loss of Civility
Internal and external power and politics influence school districts, resulting in
conflict between and among many stakeholders. Groups in conflict could be teachers’
unions, parents, business groups, school board members, and politicians (Brierton et al.,
2016; Grenny, Patterson, Maxfield, McMillan, & Switzler, 2013). These groups’
objections may be with each other, and they may conflict with health guidance and state
and federal law as well as with the school board’s policies. When these advocates offer
competing narratives with the emotional conflict that arises, superintendents need to use
their best leadership skills to manage their own emotions and to help manage the
emotional rhetoric of others. The use of positive communications, collaboration, and
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conflict resolution strategies are necessary to achieve beneficial district results as well as
for superintendents to maintain their own tenure. In times of dispute and political
influence, the school board and superintendent have a responsibility as the governance
team to work toward a positive conclusion (Brierton et al., 2016; Kowalski, 2013).
A superintendent does not have control over many issues and situations that
impact school business and student and staff life. However, superintendents do have
control over how they respond to these challenges (Ferlazzo, 2013). The changing
political climates, economic concerns, and a more hostile and violent world impact the
academic ecology, providing new challenges, obstacles, and aspects to consider. The
unprecedented pandemic brought many concerns. The public has the right to express
displeasure or disagreement with local school boards (Valant, 2021). According to a
statement distributed to all California school districts by the CSBA (2021), threatening to
physically harm superintendents and school board members, shouting profanities at
school board meetings, or attempting to prevent school boards from carrying out their
governing constitutional duties crossed a line that communities should not accept.
Therefore, a time of change and challenges requires a superintendent to respond with an
awareness and understanding of their communities’ interests while following state
guidelines (Lambert, 2021).
Theoretical Framework for Emotional Intelligence
EI is a relatively new phenomenon. For centuries, the notion of intelligence has

been thought of and discussed. More recently, in the last 100 years, more formal notions
of intelligence have been examined (Romanelli, Cain, & Smith, 2006). Within that
examination, EI has had more research scrutiny.
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Intelligence
Intelligence is a phrase coined by Greek philosophers such as Aristotle to describe
cognitive abilities such as remembering and problem solving. Descartes, another
philosopher, defined intelligence as the ability to distinguish between factual and
erroneous statements. Thorndike and Stein (1937) suggested three types of intelligences,
mechanical, social, and abstract, claiming that a man possesses varied levels of diverse
intelligence rather than a single intelligence. In 1937, Thorndike and Stein were the first
to identify EI as social intelligence. In 1937, Thorndike and Stein defined social
intelligence as the ability to get along with people. Emotional intelligent talents,
according to theorists and psychologists, are valuable and vital in practically every aspect
of people’s lives (Salovey & Grewal, 2005). Thorndike and Stein (1937) described social
intelligence as recognizing and controlling men and women and boys and girls to act
sensibly in human relationships.
In 1940, David Wechsler wrote about EI and emphasized nonintellectual qualities.
Intelligence, according to Wechsler, is necessary for life success. EI, according to
Wechsler, is the ability to effectively act, think, and interact with others.
Gardner (1976) presented several intelligences in his book The Shattered Mind.
Gardner developed a model of seven multiple intelligences, defining social intelligence as
a combination of intrapersonal development of a person’s internal characteristics and
interpersonal intelligence, or human interaction intelligence. Interpersonal intelligence is
the capacity to keep track of one’s own and others’ moods and emotions. Intrapersonal
intelligence entails controlling and discriminating between emotions and applying this
knowledge to one’s own actions, ideas, and behaviors (Gardner, 1976; Salovey & Mayer,
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1990). Gardner’s (1976) multiple intelligence (MI) theory was incorporated into Salovey
and Mayer’s work in 1990. Cherniss and Goleman (2001) developed an emotional
intelligent model that focused on perceiving and controlling emotions of leaders.
Frameworks of Emotional Intelligence
Measuring EI has been developed from three primary frameworks of Salovey and
Mayer (1990); Bar-On (2006); and Goleman, Boyatzis, and McKee (2013). These
researchers agreed on the simple conclusions that constitute the studies of EI. However,
they vary in the willingness and process to quantify the different components of being an
emotional intelligent leader.
Salovey and Mayer
Salovey and Mayer (1990) formulated the concept of EI applied to former
management studies and produced concepts that did not have specific attributes yet
clearly distinguished from other characteristics. The scholars identified the capacities
that they sensed were significant and are now the principles of EI. When they found that
EI was not established in studies, Salovey and Mayer presented their journal and equated
current tests with EI’s definition. The researchers described it as self and other control of
feelings. However, they figured out that additional complex parts of the theory contained
subsets of particular areas, evaluation, language, controlling feelings, and using emotion.
A smaller group analysis of communication covers verbal and nonverbal speech of
individuals and perception of nonverbal expressions. Salovey and Mayer described high
EI as the capacity to have a versatile preparation, being an imaginative thinker, and
inspiring reactions as a leader.
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Bar-On
In 2006, Reuven Bar-On based his study on Salovey and Mayer’s (1990) work,
which was complex and involved evaluating a person’s EI. The evaluation’s original
form contained over 100 components with a Likert-type scale in the form of small
sentences, with questions in ranges from very frequently true to me to very rarely true to
me. The Bar-On framework has two portions: a concept or universal construct and a real
intelligence test. Such two aspects of the experiment have also been called the Bar-On
paradigm of social and emotional intelligence.
Goleman, Boyatzis, and McKee
Goleman et al. (2013) collaborated on the original Primal Leadership study,
wagering arguments of the significance of EI with a thorough explanation of how it
affects leaders within their working environment. In 2009, Bradberry and Greaves
published Emotional Intelligence 2.0 and cited their book as their assessment basis. The
Bradberry and Greaves (2009) framework includes four emotional intelligent areas: selfknowledge, self-control, social management, and social perception. The capacities
similarly appear in research by Bradberry and Greaves’s emotional intelligent analysis of
leaders.
Emotional Intelligence
EI is described as the capacity to recognize mental capacity and monitor reactions
to successfully comprehend and govern the emotions of others (Bradberry & Greaves,
2009; Mayer & Salovey, 1997). Mayer and Salovey (1997) invented the term emotional
intelligence, popularized in the 1990s by Daniel Goleman. Scholars like Goleman
discovered that the human element plays a complex role in an organization’s survival in
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its market. As a result, EI has emerged as a critical component of effective
organizational performance (Goleman, 2006; Salovey & Mayer, 1990).
Leaders who mismanage emotionally charged situations are a significant source
of pain. This suggests that by honing emotional intelligent skills, school leaders may be
able to lessen workplace stress (Salovey & Mayer, 1990). Leaders with a high emotional
intelligent score are more self-aware; they take numerous breaks throughout the school
day to reflect on their feelings and the importance of their actions, among other things.
Leaders who are emotionally savvy learn to respond and recognize the behaviors, causes,
and events that contribute to detrimental stress during challenges (Holzer et al., 2018).
History of Goleman’s Emotional Intelligent Model
Salovey and Mayer introduced EI in 1990. Their phrase EI was the outcome of
further work that described social intelligence, a type of intelligence that includes the
opportunity to control one’s moods and emotions and those of others. Thus, they
prospered in identifying the elusive concept of EI and the basis for further study.
Goleman (1995), a Harvard psychologist, accepted and enlarged Mayer and
Salovey’s (1990) research by emphasizing the importance of EI at work. Goleman’s
(1995) best-selling book Emotional Intelligence continues to examine the concept of EI.
According to Goleman, EI refers to people’s ability to recognize their own and others’
feelings, motivate themselves, and effectively manage emotions in their relationships.
Goleman et al. (2013) further extended the theory of EI by developing these
principles to various human-life circumstances and providing a measuring tool for those
parts that constitute EI. Goleman (2006) further explained how the body reacts when the
brain has a responsive reaction. This suggests that while emotional responses are natural
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and prompt a bodily reaction, there is a moment in the middle of emotional arousal for a
choice to respond.
Goleman et al. (2013) further studied with an approach to the idea of EI to
concentrate on the organization and advocate for passionately smart leaders in producing
an effective and successful organization. These studies debated in favor of understanding
EI, its importance in an efficient working setting, and more important, how leaders with
emotional intelligent skills are more likely to be recognized as leaders developing a
collaborative culture and, at the same time, responding to leadership challenges in their
organizations.
Goleman’s Emotional Intelligent Theoretical Framework and Superintendents
According to Goleman (1995), EI is described as the capacity to recognize
reactions and admission, produce feelings, comprehend emotional awareness, and control
emotions reflectively to encourage emotional and intelligent progress. Furthermore,
evidence from multiple empirical reports on EI and public school district superintendents
concluded that EI is an integral aspect of superintendent leadership (Fulcher Gutierrez,
2017). Figure 2 shows the domains of self-awareness, self-management, social
awareness, and relationship management in Goleman’s (1995) emotional intelligent
framework, and each domain’s subdomains are detailed in the following narrative.
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Figure 2. Daniel Goleman’s 1995 framework of emotional intelligence. From The Emotionally
Intelligent Workplace: How to Select For, Measure, and Improve Emotional Intelligence in
Individuals, Groups, and Organizations, by C. Cherniss & D. Goleman, 2003, p. 101, San
Francisco, CA: Jossey-Bass.

Self-Awareness
Goleman (2006) identified self-awareness as understanding reactions and
distinguishing connections, or as Bradberry and Greaves (2009) identified, recognizing
one’s reactions correctly and identifying actions through contexts. That is how one’s
conscious of preconceptions, problems, and expressive response can upset one. Most
leadership development centers on increasing self-awareness and awareness of people
and situations (Woodward & Shaffakat, 2014). Leaders can identify their strengths and
weaknesses, are receptive to new ideas and experiences, and can grow from their
relationships with others. Self-aware people, according to Goleman (1995), have a good
sense of humor, are secure in themselves and their talents, and are conscious of how
others see them. Emotional intelligent superintendents lead an organization that contains
core emotional intelligent features in the same way that trust and collaboration do
(Moore, 2009). According to Vann, Sparks, and Baker (2017), self-aware and confident
leaders can make more informed judgments that do not disrupt the organization’s
connections.
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Self-Management
Goleman (2006) characterized self-management as a way of managing negative
emotions and impulses. The capability to act actively on these emotional reactions is
directly linked to self-awareness (Bradberry & Greaves, 2009). Self-management is
managing your emotions in healthy ways, taking the initiative, following through on
commitments, and adapting to challenging circumstances (Segal et al., 2021). Leaders
who self-manage their emotions can respond to changes swiftly, control their feelings,
and act thoughtfully and appropriately (Smith, 2021). For example, when dealing with
upsetting information, leaders such as school district superintendents need self-control,
manage stress, and stay emotionally present to lead their school organization (Shubin,
2021). Superintendents with strong self-management skills know what to do and how
to act in different situations as they respond to leadership challenges; for instance,
they know how to control their anger when an upset community member unfairly
accuses them of not being responsive to the needs of their students during the
COVID-19 pandemic (Munro, 2021).
Social Awareness
Goleman et al. (2013) illustrated social awareness of recognizing sentiments,
considerate of different point of views, in addition to actively engaging in distresses. It is
consciousness outside oneself about other people’s emotional condition about that person
and their feelings and thoughts. Empathy is a ability that leaders who excel at social
awareness use. They make an effort to understand their coworkers’ views and opinions,
allowing them to communicate and collaborate more effectively (Ferronato, 2017).
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Social awareness is a necessary leadership skill for establishing healthy working
interactions. Empathy is a requirement for displaying social awareness. When leaders
can empathize, they can see things through the eyes of another person. They put
themselves in other people’s shoes and feel what they are going through. Leaders who
can empathize are noted for their people skills, profound influence, ability to
communicate effectively, and ability to manage workplace culture. This makes
superintendents more socially aware, making them superb conflict managers capable of
dealing with challenging people and tense circumstances with tact and diplomacy
(Spotlight, 2016).
Relationship Management
Bradberry and Greaves (2009) identified relationship management as a
combination of all three aforementioned behaviors by integrating the techniques and skill
in one’s expertise and emotions to handle interactions effectively. Goleman et al. (2013)
added this skill allows leaders to build a solid vision to drive and inspire themselves. The
fundamental concept of visionary leadership aids superintendents in influencing and
achieving the desired goals while making challenging decisions (Turner, 2020).
Ferronato (2017) examined the impact of EI, particularly relationship management, on
organizational teams. Ferronato’s research focused on team interactions and EI to
transformative leaders such as superintendents. The study found that high emotional
intelligent leaders are associated with effective organizational teamwork and
collaboration on initiatives (Turner, 2020).
Relationship management gives motivation, influence, and the capacity to help
leaders improve their dispute resolution and EI. Self-awareness, self-management, social
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awareness, and relationship management are four emotional intelligent principles that
Goleman et al. (2013) defined as being relevant to relationship management.
Research Gap
Studies have identified that EI in different professional fields, such as medical,
legal, and education, is favorable to leadership effectiveness; it may also be the case for
public school district superintendents (Fulcher Gutierrez, 2017). Research on emotional
intelligent leaders addressed the variety of skill sets required to respond to leadership
challenges as they lead their school organizations. As a philosophy associated with
collective leaders, it looked further at EI, including its development and study’s current
and historical context. Based on this synthesis of the literature, there is evidence that
there is minimal research about Latino school superintendents’ use of EI as they lead
their school districts.
Summary
The chapter looked at shifts in educational patterns and the superintendent’s title
role in implementing transformation change through emotional intelligent strategies.
Examination of collaborative leaders convened a range of proficiencies required to lead
and bring together teams when making challenging decisions. As a philosophy
associated with collective leaders, it looked further at EI, including its development and
study’s current and historical context. It was concluded that school superintendents lack
extensive research on EI, thus establishing the intent of this research.
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CHAPTER III: METHODOLOGY
This study used a multicase study research design to capture how exemplary
Latino school district superintendents in California use their emotional intelligence (EI)
as they respond to leadership challenges in their school organizations. After conducting
an extensive literature review, the researcher found that over 50% of California K–12
students were of Latin descent; however, there is a much lower percentage of California
Hispanic superintendents. Additionally, there is a scarcity of research about Latino
superintendents. Therefore, this study used qualitative research to gather information
about an important topic that is not well researched.
The research methodology that best supports the purpose statement is presented in
this chapter, along with the rationale for its best fit to support the research questions. The
chapter begins by restating the purpose statement and research questions that form the
foundation for the overall study. Next, the study’s research design is presented regarding
the rationale for the qualitative research methods. Following this section, the population,
target, and sampling methods are described. Next, the study explains the validity and
reliability along with the data collection and data analysis procedures as well as the
study’s limitations. Finally, the study concludes with a chapter summary.
Purpose Statement
The purpose of this qualitative multicase study was to describe the emotional
intelligent strategies that exemplary Latino school district superintendents use as they
respond to leadership challenges in their school organizations based on Goleman’s (2006)
four domains of EI (self-awareness, self-management, social awareness, and relationship
management). A secondary purpose of the study was for exemplary Latino
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superintendents to explain how their use of emotional intelligent strategies supports their
success and tenure as they respond to leadership challenges in their school organizations.
Research Questions
Central Research Question
The central research question for this study asked, “How do exemplary Latino
school district superintendents describe their use of emotional intelligent strategies as
they respond to leadership challenges in their school organizations based on Goleman’s
(2006) four domains of EI: self-awareness, self-management, social awareness, and
relationship management?”
Research Subquestions
1. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-awareness as they respond to leadership
challenges in their school organizations?
2. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-management as they respond to leadership
challenges in their school organizations?
3. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of social awareness as they respond to leadership
challenges in their school organizations?
4. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of relationship management as they respond to
leadership challenges in their school organizations?
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5. How do exemplary Latino school district superintendents describe their use of
emotional intelligent strategies to support their success and tenure as they respond to
leadership challenges in their school organizations?
Research Design
A qualitative research approach was used in this study. According to Creswell
(2009), qualitative research allows for a more in-depth understanding of a phenomenon
and allows the researcher to learn how people make meaning of their experiences, lives,
or how they arrange their environment. When researchers want to learn more about the
importance of a culture, an issue, or people’s experiences, they utilize qualitative
methodologies (Creswell, 2009). The researcher chose qualitative methods as the most
effective research design to describe and explain how Latino superintendents use
emotional intelligent strategies to lead their school districts as they respond to leadership
challenges in their school organizations. These research methods were seen as the best fit
to acquire insight into a research area that has limited exploration.
The research questions, aligned to the study’s purpose statement, were best
addressed using qualitative interview techniques and artifact collection. The use of
narrative descriptions through semistructured, open-ended interview questions, as well as
supporting artifacts, provided an in-depth account of the Latino superintendent’s use of
EI (Patton, 2015).
Qualitative Multicase Research Design
After deciding that qualitative research was the best fit to address the purpose of
this study, the researcher examined several primary qualitative studies such as case
studies, narrative, ethnography, grounded theory, and phenomenological methods
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(Creswell & Poth, 2018). The researcher considered the rationale for using these
qualitative approaches and decided that a multicase study would be the best fit for this
investigation. The researcher believed that a multicase research method would be the
most effective way to discover in-depth information about phenomena that is unknown
(Merriam & Tisdell, 2016). Little is known regarding the emotional intelligent strategies
Latino superintendents use as they respond to leadership challenges in their school
organizations. A multicase approach has proven to be the most effective method for
gathering in-depth information on a subject that is little known about (Patton, 2015).
Merriam and Tisdell (2016) described a case study as an in-depth description and
analysis of a bounded system. In this multicase study, the bounded system was the
school district and the challenging decisions that Latino superintendents decided upon.
This study examined important and relevant artifacts, such as descriptions of each
superintendents’ school district, their strategic plans, and descriptions of challenging
issues that they and their school district faced (Creswell & Poth, 2018).
In summary, the researcher looked at the interview and artifacts collected and
determined themes about how Latino superintendents used emotional intelligent
strategies to make complex decisions. Additionally, superintendents described how their
use of EI helped them to support the continuation of their superintendent position. Thus,
the researcher learned more about the experiences of Latino superintendents in California
to understand better how they used emotional intelligent strategies as they responded to
leadership challenges in their school organizations.
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Population
A population is described as a group of individuals having one or more
characteristics that distinguishes it from other groups (Creswell & Guetterman, 2019).
For this study, the population was public school superintendents. Superintendents are
described as the school district’s CEO who is in charge of the budget, policy
implementation, adherence to state and federal rules, and all other areas of school
administration (Kowalski, 2013). Operating as a superintendent is a demanding and
challenging position, which is made even more complicated by the superintendent’s
need to be managed and evaluated by the school board who oftentimes are
noneducators (Björk & Keedy, 2001; Kowalski, 2013). There were approximately
1,037 superintendents representing school districts in California (CDE, 2021). This
population was too large to make it feasible to interview all potential participants of
the study, thus a target population was created to make the study more feasible.
Target Population
The target population, or sampling frame, is the actual list of sampling units from
which the sample is selected (Creswell & Guetterman, 2019). Because of time and
resource constraints, McMillan and Schumacher (2010) stated that a researcher cannot
investigate the entire population. As a result, researchers select a subset of the population
and generalize the study’s findings to that group. The individuals chosen from the target
population will be utilized to make generalizations to the larger population of the study.
Often, a target population is identified due to the finite limits of time and money and
other barriers that make it challenging to study every individual within the population
(Creswell & Poth, 2018).
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Because it was not practical to study all 1,037 superintendents in California, a
target population of Latino superintendents was selected for this study. To determine the
number of Latino superintendents in California, the researcher reached out to CDE’s
(n.d.) Data Visualization and Reporting Office (DVRO) to gather specific data for the
target population. DVRO confirmed that of the 1,037 superintendents in the state, 73, or
7%, were Latino superintendents. A further refinement of the target population was the
identification of only those 73 Latino superintendents who were members of the
California Association of Latino Superintendents and Administrators (CALSA). CALSA
is a statewide organization in California affiliated with the Association of California
School Administrators (ACSA). According to the 2021 CALSA membership roster, 46
members were self-identified as Latino superintendents. As a result, the study’s target
population was 46 Latino superintendents who were members of CALSA.
Sample
According to Creswell and Guetterman (2019), a sample is a subset of a study’s
participants drawn from the target population and used to generalize to the entire
population. Thus, the sample for this study was made up of individuals who represented
the target demographic of 46 Latino superintendents who were members of CALSA.
To identify a sample population of exemplary Latino superintendents for this
study, a purposeful sampling criterion was created. According to Patton (2015),
“Purposeful sampling is a selection process designed to identify information-rich cases
that allow the researcher to understand better the issues for which there is not a strong
understanding about” (p. 53).
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To define the sample population of exemplary Latino superintendents for this
study, the following purposeful sampling criteria were established. The candidates must
have met six of the seven purposeful sampling criteria. All participants must have met
Criteria 1, 2, and 3 and three of the last four sampling criteria:
1. Superintendents were current California public school district superintendents who
served 3 or more years in the same school district.
2. Superintendents have demonstrated personal skills of EI.
3. Superintendents were members in CALSA professional association.
4. Superintendents have published articles, papers, or presented at conferences.
5. Superintendents have received recognition awards from professional organizations
such as ACSA, CALSA, CSBA, California Latino School Boards Association
(CLSBA), and so forth.
6. Superintendents have been recognized by a peer or peer group, in the same position,
as an exemplary superintendent.
7. Superintendents have led districts that received awards, such as Western Association
of Schools and Colleges (WASC) 6-year certification, CSBA Golden Bell Award,
California Distinguished School Award, Blue Ribbon Award, and so forth.
The researcher enlisted the support of a sponsor, the executive director of
CALSA, to help identify potential exemplary Latino superintendents who met six of the
seven purposeful sampling criteria.
Sample Size
Creswell and Poth (2018) suggested that a sample size ranges for specific study
designs. For multicase studies, they recommend four to five cases. Stake (2005)
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concurred with this number range, stating that the benefits of the study will be
compromised if fewer than four but no more than 10 instances are picked. In addition,
Stake claimed that two or three cases do not demonstrate adequate interactivity between
programs and their surroundings whereas 15 to 30 cases present too much diversity or
interactivity, overloading the research team and readers. Additionally, Merriam and
Tisdell (2016) suggested sampling until redundancy saturation is achieved. Finally,
according to Patton (2015), saturation occurs when sufficient relevant data has been
acquired to the point of data redundancy or when the data no longer generates new
information or new themes. Thus, based on this guidance for sample size, the researcher
chose five exemplary Latino superintendents for this multicase study. The breakdown
from the population to the sample population is shown in Figure 3.

Population = 1,037
California
School
Districts =
1,037

Target Population = 46

73 Hispanic male superintendents
are employed in California of which
46 of this number are members of
CALSA.
The target number therefore, is 46
Latino Superintendents.

Sample = 5
Qualitative Sampling = 5
exemplary superintendents
were chosen by the expert
panel. Members met 6 of 7
sampling criteria for
exemplary.

Figure 3. Population, target, and sample.

Sample Selection Process
The following procedures were used to obtain a sample population. First, the
researcher examined publicly available data that addressed the seven sampling criteria
for each of the 46 Latino superintendents. This data analysis process eliminated
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possible participants from the target population based on the sampling criteria, such
as longevity in a district and professional accomplishments.
Sixteen possible participants were identified based on the researcher’s
examination of the sampling criteria with the executive director for each of the 46
Latino superintendents in the target population. Because the multicase study was
designed to examine five cases, three experts were enlisted to assist the researcher to
find the best qualified participants for this study. After screening out possible
participants who did not meet six of the seven sampling criteria, the executive
director of CALSA helped to find the sample population that met the studies criteria.
The researcher shared the purposeful sampling criteria of the study with the executive
director. The executive director recommended using the Professional Advisory
Network advisors as “superintendent experts,” retired superintendents, to help vet and
identify the five exemplary Latino superintendents from the target population.
The three experts who participated as the selection panel for this study were
Dr. Rich Malfatti, Ms. Martha Martinez, and Mr. Roberto Salinas. Dr. Malfatti had over
45 years of experience in public education and served as a school district superintendent
for over 18 years in three different school districts in California. In addition, Dr. Malfatti
was an executive associate for a national and state superintendent search firm at the time
of the study. As superintendent, he served in many statewide leadership committees for
the ACSA and CALSA and has conducted over 30 plus professional development
leadership workshops for superintendents. In 2012, Dr. Malfatti received numerous state
and national superintendent awards, such as the ACSA Superintendent of the Year and
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National Blue Ribbon Elementary Award, for his exceptional contributions to public
education in California and for closing the achievement gap.
Martha Martinez was a superintendent for over 7 years in the same school district,
prior serving as an executive cabinet member at the county office of education. She was
past president of CALSA and facilitated superintendent searches for a national and state
superintendent search firm. She had over 40 years of experience with public education
and provided workshops on superintendent leadership and board relations for California
superintendents. In 2016 and 2017, Ms. Martinez received the highest recognition from
the California School Boards Association (CSBA) Golden Bell Award for exemplary
programs under her leadership.
Roberto Salinas was the executive director for CDE bridging the achievement gap
effort after working in four school districts. He had facilitated the superintendent
searches of three school districts and served as a superintendent coach for five current
superintendents. Mr. Salinas annually presented a statewide workshop at the CALSA
Summer Institute for aspiring superintendents titled “So You Want to be Superintendent.”
He has been awarded many awards for his leadership and a state senate resolution for his
accomplishments as the past executive director of CALSA.
The expert panel was presented with 16 exemplary Latino superintendents who
met the sampling criteria of this study. They recommended five exemplary
superintendents with two alternates in case any of the five selected could not participate
in this study.
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Summary of Procedures for Contacting the Participants for This Study
Following the sampling procedure for this study, the researcher contacted the
exemplary superintendents in the following manner:
1. The researcher contacted the Latino superintendents by phone at their offices to
explain the purpose of the study, the benefits to Latino superintendents, and the risks
of participating in the study. In addition, the researcher explained that the research
was based on anonymity for participants, and any answers from the superintendents
would be and remain confidential.
2. Upon agreeing to participate, the researcher scheduled a 60-min meeting with each of
the five exemplary school district superintendents. The time allotment for the
interview accommodated their busy schedules.
3. After scheduling each interview, the researcher emailed the following documents to
the participants: (a) invitation to participate letter (Appendix A), (b) informed consent
and confidentiality on Zoom digital platform to verify and record participant consent
at the time of the interview (Appendix B), (c) interview protocol and questions for
participant to review before their interview (Appendix C), (d) Research Participant’s
Bill of Rights (Appendix D), and (e) CITI Clearance Certificate of Human Subjects
Research (Appendix E).
4. Before the interview, the researcher shared with each superintendent Cherniss and
Goleman’s (2001) book The Emotionally Intelligent Workplace.
Instrumentation
The researcher used a qualitative multicase study methodology to collect
interview and artifact data that aligned to the research questions regarding their use of EI
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as they led their school districts. The instruments for this study, interviews and artifact
review, were designed to collect data about how Latino superintendents use the four
domains of Goleman’s (1995) emotional intelligent framework as they respond to
leadership challenges in their school organizations. The following are Goleman’s four
domains of EI that framed the research and interview questions:
1. Self-awareness: The leader’s ability to recognize and understand personal moods and
drives and their effect on others.
2. Self-management: The leader’s ability to manage one’s actions, thoughts, and feelings
in flexible ways to get the desired results.
3. Social awareness: The leader’s ability to accurately notice the emotions of others and
read situations appropriately.
4. Relationship management: The leader’s ability to take one’s own emotions, the
emotions of others, and the context to successfully manage social interactions.
The researcher devised nine interview questions to inform and address this
study’s five research questions based on Goleman’s (1995) four domains of EI. A
synthesis matrix (Appendix F) was used to determine the selection of Goleman’s four
domains model as the best framework for this study. To ensure that the nine interview
questions were aligned with Goleman’s four domains model, the researcher had a
doctoral graduate expert review the emotional intelligent framework and the interview
questions. The research questions were revised based on the expert’s review. In
addition, a field-test interview was conducted after the interview instrument analysis to
assess the effectiveness of the interview questions and the interview process. This study
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relied heavily on interviews to gather qualitative data, and the data were supplemented by
a review of relevant artifacts.
Interviews
Patton (2015) highlighted how qualitative research methodology acquires
information-rich data on a target population’s experiences and perspectives to address the
study’s research questions adequately. The researcher used semistructured, open-ended
interview questions to gain a clear examination of how Latino superintendents use EI as
they lead their school districts.
The following qualitative in-depth interview best practices were used as
recommended by Patton (2015) and McMillan and Schumacher (2010): (a) being
genuine, (b) maintaining eye contact, (c) using probes and pauses, (d) establishing trust,
and (e) conveying that the researcher hears and connects with the participant through
voice tone, phrasing, and cadence, which elicits more legitimate data than a stiff
approach.
Semistructured, open-ended questions were used in the interviews, together with
probes, to elicit detailed information from participants about their thoughts, feelings,
knowledge, and experiences (Patton, 2015). Interviews were taped to ensure that the data
gathered included direct quotes from participants with enough context to be
understandable. According to McMillan and Schumacher (2010), for the researcher to
gain precise and accurate responses, participant answers might be clarified, explored,
elaborated on, and followed upon.
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Interview Guide Procedures
The researcher developed an interview guide, which contained an appreciation for
the participant’s willingness to contribute his experience. Included in the interview guide
was the study’s purpose statement, as well as a copy of the interview questions, to be
given to the participant during the interview. Prior to the interviews, participants were
provided with the 13 interview questions, along with Goleman’s (1995) emotional
intelligent framework’s four domains and their definitions. Three interview questions
were asked for each of the four domains of self-awareness, self-management, social
awareness, and relationship awareness. A final interview question asked participants to
describe the overall effect of the use of emotional intelligent strategies to support their
success and tenure as they respond to leadership challenges in their school organizations.
Each interview session began with the researcher thanking the participant for
providing helpful information about his superintendent experiences. Next, the researcher
introduced the purpose of the study and asked the participant whether any clarification of
the included documents was needed. Then the researcher reviewed the Institutional
Review Board (IRB) documentation with the participant, including the Participant’s Bill
of Rights, the consent form, and a confidentiality agreement.
The researcher’s semistructured, open-ended interview approach was used to
structure the interview guide to minimize the variation among the participants’
understanding of the interview questions. This technique allowed the interview to be
time efficient and focused due to the consistent format and superintendent participation,
which led to a richer and more valid analysis.
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Artifacts
Artifact collection and analysis provided supplementary information to validate
the interview data, which was the primary data collected. By including artifact review,
this study allowed data triangulation with the interview data. The cross-referencing of
data helped to strengthen the validity of the themes and findings for the study. Artifacts
provide various indications of materials and take on different forms to supplement
interview transcriptions.
For this study, school district documents and external communications were the
most important sources of information to support the research questions. The artifact
collection process began when the researcher collecting publicly available data, such as
awards the superintendent had received, district accomplishments, and challenging
decisions that the superintendent was faced with during a crisis such as the COVID-19
pandemic. Additional data were collected at the interview process when the
superintendents were asked to bring examples of challenging decisions that they faced.
Finally, all artifacts collected and utilized in the study were entered into the NVivo™
qualitative coding software for analysis.
The Researcher as the Instrument
In qualitative study, the researcher is viewed as a study’s instrument. As a result,
there is a risk of bias in data collection and analysis because the data may be influenced
by the researcher’s perspective, personality, and experiences (Patten, 2012; Patton, 2015).
The researcher had over 21 years of leadership and educational administration
experience at the time of this study, including over 7 years as an assistant superintendent.
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In an educational setting, the researcher had significant experience conducting a variety
of interviews.
The researcher’s goal to learn more about Latino male superintendents’ lived
experiences while advancing to the superintendent’s position stemmed from his own
experience as a Latino seeking to be a public school superintendent. Given this context,
the researcher was aware of the possibility of bias in data collection and interpretation.
According to McMillan and Schumacher (2010), the researcher must be conscious
of their behavior because it may influence participants’ responses. In qualitative
research, Patton (2015) emphasized the significance of maintaining a nonjudgmental
attitude of empathic neutrality. This includes refraining from sharing personal stories in
favor of listening to others. Furthermore, this researcher needed to follow the
methodology and field-testing protocols to avoid bias throughout the data gathering
process. According to Patton (2015), the reliability of qualitative data collected is
entirely contingent on the researcher’s expertise and objectivity.
Validity
According to Creswell (2015) and Patton (2015), validity is defined as how well a
test instrument measures what it was designed to measure. For the instrument to be
credible, it must have a high level of validity. To improve the validity of the study, first,
the researcher conducted an extensive review of the emotional intelligent research and
selected a seminal model using Goleman’s (1995) emotional intelligent model. Next, the
researcher had an expert in qualitative research and emotional intelligent literature review
the selected framework and the interview questions to ensure the research subquestions
aligned with the interview questions.
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This study’s qualitative validity was improved by incorporating best practice
methods into the research design. The researcher used six best practices strategies
suggested by McMillan and Schumacher (2010) to improve the study’s qualitative
validity:
1. Prolonged and consistent fieldwork: The researcher spent many hours in this multiple
case study analyzing various case studies about the lived experiences of female
veterans transitioning from military service. Furthermore, the researcher
painstakingly examined items that supported the research topics. Finally, the
researcher used cross-validation of analysis of the study’s artifacts to validate the
study’s primary conclusions.
2. Mutual Meaning: The researcher and each participant had reached a mutual
understanding of the study language and semistructured interview questions. The
researcher gave each participant the same semistructured interview questions,
ensuring no variation in this crucial aspect of the study. Participants were also
allowed to tell their stories and express their lived experiences thanks to the
researcher’s formulation of semistructured interview questions. Finally, the
participants and the researcher agreed on the description or composition of events as
well as their meanings.
3. Multimethod strategies: In this study, the researcher used semistructured interview
questions and probes to examine participants’ verbal and nonverbal behavior during
the interview process. In addition, the researcher examined pertinent artifacts and
spent time with each of the study’s participants to better understand their experiences
and ensure that the study was conducted in a somewhat natural setting for the
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participants. The researcher compared the research questions to the semistructured
interview questions and pertinent artifacts to ensure that enough data were obtained to
meet the study’s objectives.
4. Pilot testing and interview critiques by observers: The researcher was able to find
semistructured interview questions that were not directly related to the researcher’s
questions through pilot testing and interview criticisms by observers.
5. Member interview verification and participant review: The researcher doublechecked with the participants the authenticity and validity of their interview
transcripts.
a. The interviewee was allowed to check the interviewer’s impressions to improve the
interview’s accuracy. The interviewer transcribes the conversation and sends it to the
interviewee to double-check for accuracy. The respondent can look over the
transcript and change the script to improve its clarity, correctness, and validity.
6. Inclusion of negative or discrepant data: The researcher tried to uncover, record,
evaluate, and publish harmful or discrepant data that are exceptions to patterns or
alter patterns found in the data, indicating that the findings contradict emerging
themes.
Field Testing
According to McMillian and Schumacher (2010), researchers use pilot or field
testing to boost both validity and reliability. In this study, a pilot test of the interview
questions was used to conduct a practice interview with a participant who shared the
same characteristics as the sample population. In addition, an expert in qualitative
research observed and analyzed the interview. Importantly, the researcher solicited
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feedback from the expert observer and the participant based on a set of questions
(Appendix G and Appendix H). The researcher conducted a structured self-reflection
about the interview and adjusted the interview process based on the sources of feedback.
The most crucial aspects of this field test was the use of a multisource observation of the
interview, careful note-taking, and honest feedback to the researcher from an expert
observer of the interview process. Observations about word and sentence clarity, tempo,
and nonverbal behavior were offered as feedback topics.
Reliability
Reliability in a research study refers to the likelihood that a replicated
investigation would produce consistent results (Patten, 2012). For example, Roberts
(2010) defined reliability as “the degree to which your instrument consistently measures
something from one time to the next” (p. 151). Other researchers backed up this claim,
describing dependability as the ability to get consistent data from an instrument (Creswell
& Creswell, 2018; Patten, 2012). Furthermore, a study’s instrument is reliable if data
collection, processing, and outcomes are consistent (Patton, 2015; Roberts, 2010).
To improve the dependability of this study, the researcher employed field testing,
interview methods, and uniform interview questions. Because all participants were asked
the same nine interview questions and an interview guide was used, reliability was
increased. Data collected from the interviews provided consistency through the use of
the interview guide. Furthermore, the interview protocol was field-tested prior to entry
into the field. McMillan and Schumacher (2010) emphasized the need to field-test data
collection instruments in order to assist in confirming that inquiries were both clear and
yield similar answers from participants. Gaining feedback and making adjustments to the
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interview instrument regarding word and sentence clarity, tempo, and nonverbal behavior
led to higher levels of reliability.
Intercoder Reliability
Creswell (2015) described the intercoder agreement as the process of researchers
employing peer analysis to validate the accuracy of data analysis as findings begin to
emerge by cross-checking data codes. When two or more analysts concur on the codes
utilized for the same written data sets, such as artifacts and interview transcripts,
intercoder agreement is established. For this study, the researcher recruited a doctoral
graduate who was proficient in qualitative research methods to check the consistency of
the data codes. Prior to this data cross-check, the researcher set a .80 level of reliability
(Lombard, Snyder-Duch, & Bracken, 2004). To extrapolate themes from the data
collected, the researcher utilized NVivo qualitative coding software. To conduct the
cross-check, the researcher analyzed the themes, developed a list of codes, and once the
codes were established, engaged the external reliability coder. Creswell (2015) and
McMillan and Schumacher (2010) indicated once the intercoding process is
accomplished, codes revealing a .80 or higher level of reliability are utilized to identify
patterns.
Data Collection
Human Subject Consideration
Before data collection begins, the UMass Global University’s IRB must review
and approve the design of the study. IRB policies are necessary to ensure human
subjects’ safety and well-being and to be in compliance with federal regulations and
ethical considerations. Following the study’s IRB approval, subjects were contacted to
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formally invite them to participate in the study. Specifically, participants were provided
a Research Participant’s Bill of Rights, a formal letter inviting them to participate in the
study, and were asked to review and agree to an informed consent letter.
Additionally, participants were provided the researcher’s background and contact
information, an overview of the study, the requested time commitment estimated for the
study, an informed consent letter, a consent form authorizing the researcher to conduct a
recording of the interview with the option to review the transcript at a later point in time,
and a statement highlighting that the interview was a completely voluntary process. The
researcher provided copies of the consent forms to participants and reaffirmed their
willingness to participate in conjunction with their consent to be recorded on Zoom. All
participants consented verbally to the recording and requested copies of the transcripts.
Participants’ privacy was further safeguarded because the researcher secured all
data gathered subsequent to each interview (McMillan & Schumacher, 2010; Patton,
2015). The dissertation chair and researcher were the only individuals who had
knowledge of the participants’ identities. Participants’ identities were concealed
throughout the study through the use of pseudonyms while documents containing
transcriptions of the interviews, along with other related data, were destroyed.
Interview Process
All participants consented to both the interview and the recording of the
interview. All interviews were conducted virtually to protect participants’ privacy and
health due to travel restrictions implemented as a consequence of the COVID-19
pandemic. Interview protocols were identical for each participant. Before each
interview, the participants were given the nine interview questions as well as definitions
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of EI. The nine interview questions were aligned to the four emotional intelligent
competencies espoused by Cherniss and Goleman (2001). The semistructured, openended questions used in the interviews were designed by the researcher and reviewed by
qualitative research experts for this study.
At the beginning of the interviews, the researcher thanked the participants for
contributing their knowledge to the field and provided the overview of the study. The
format of the participants’ interview process was based on the use of semistructured,
opened-ended questions about the use of EI when responding to leadership challenges in
their school organizations. Every interview began with a brief discussion reiterating the
researcher’s background, purpose of the study, and a review of the participants’ consent
paperwork. At the conclusion of the introductory discussion and prior to the interview,
participants were reminded of the voluntary nature of the interview and informed that
premature termination of the interview, in conjunction with declination to any inquiry,
remained within their purview. Initially, the interview began with inquiries regarding the
participants’ demographic information. According to McMillan and Schumacher (2010),
“Some researchers prefer to obtain this [demographic] data at the beginning of the
interview to establish rapport and focus attention” (p. 359). For this study, interviews
ranged between 45 min and 60 min in length. As the interviews concluded, the
researcher expressed gratitude to each participant for his time and contributions.
With the participant’s agreement, the interview was taped and subsequently
transcribed by a private transcriptionist. The participant was allowed to double-check the
accuracy of the transcription. To assess and code the data, the researcher used NVivo, a
qualitative analysis software application. Finally, the researcher’s reports reflected a
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solid chain of evidence connecting the original research questions to the study’s
emotional intelligent framework, the emotional intelligent interview, and the database’s
recording of outcomes.
The following steps were included in a synopsis of the data collection process:
• Five superintendents participated in one-on-one, semistructured, open-ended
interviews using Zoom as a virtual meeting format as part of an interview
methodology.
• Using an iPhone and the Rev app, interviews were audio recorded and transcribed.
• Each superintendent received a copy of the interview transcription to check for
accuracy.
• During the interview, each superintendent was invited to present artifacts that
supported the use of emotional intelligent strategies during challenging district
decisions.
• For each superintendent, the researcher collated interview transcripts and collected
artifacts to construct an individual report of acquired data.
Artifact Review
To increase qualitative data gathered during the study and expand upon
triangulation procedures, the researcher collected documents and artifacts relative to the
study (Creswell, 2015; McMillan & Schumacher, 2010). Artifacts for this study included
official documents that described challenging decisions that superintendents made in the
course of their duty. Examples of artifacts would be reflection notes, leadership books
read, journals, board policies, district action plans, Local Control Accountability Plans
(LCAP), Local Control Funding Formulas, meeting norms, evaluation, workshops
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attended, communication newsletters, and so forth. Other plans could include facilities
plans, collective bargaining agreements, and any public discussion about district policies
and programs that may occur from public media sources.
Data Analysis
The researcher reviewed the data acquired from zoom-formatted interviews with
the five exemplary superintendents. The data collected were first organized by
electronically recording the interviews, which were professionally transcribed. Before
the data were evaluated, the participants were allowed to review the written transcripts
for accuracy. To identify significance and patterns in the data, the researcher read the
complete transcripts to begin to see general themes. Next, the researcher used electronic
coding software, NVivo, to code the data. The intent of the coding was to discover
patterns and frequency of themes, categories, and assertions in the data (Patton, 2015).
Furthermore, the researcher looked for specific quotes that depicted the themes that
emerged as the data were analyzed. The following data analysis procedures were
followed:
• Individual superintendent data reports were compared and analyzed to detect trends
and themes in participant replies and acquired artifacts.
• Identifiers were assigned to patterns and themes to code and store acquired data in the
NVivo software tool.
• The total number of coded participant replies was determined using NVivo.
• A frequency table was generated to display the extent to which all participants
commented on the same theme or pattern.
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• Member checking was provided to participants to verify their transcriptions against
recordings for accuracy (McMillan & Schumacher, 2010)
Member checking did not include findings for verification purposes (Patton,
2015). All data, descriptions, and qualifiers were organized in tables for presentation in
Chapter IV. The researcher repeatedly reviewed the data to capture the themes that best
answered each research question.
Artifacts and Data Triangulation
If the artifacts reviewed addressed the study’s purpose and research questions,
they were included. The artifacts were based on the challenging decisions that the
superintendents made. Participants explained how they used emotional intelligent
strategies to respond to leadership challenges in their school organizations. By
examining the challenging decisions represented by the artifacts and exploring the use of
emotional intelligent leadership, the interview data and artifacts were triangulated.
Data Representation
The researcher examined the data repeatedly to identify themes that best answered
each of the study’s research subquestions. The data were presented in two ways: data
frequency tables and representative participant comments. To provide a visual data
representation for each research question, the researcher provided a frequency table for
each theme supporting all five research subquestions. The tables included the number of
participants whose interview comments aligned with an identified theme, the frequency
that a particular theme was mentioned during the participants’ interviews, and the
frequency of artifacts provided by participants for the identified theme. Lastly, the
researcher provided the total frequency of participant comments and artifacts for each
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theme. In another section of the data analysis, representative comments from participants
were shared for each theme. The themes identified for the central research question and
research subquestions were presented at the conclusion of Chapter IV and ordered from
highest frequency to lowest.
Limitations
The characteristics of a research study that have a negative impact on the
results or the capacity to generalize the findings to another population are known as
limitations (Creswell, 2008). Time, geography, sample size, and the researcher as the
instrument were all factors that could have influenced the outcomes of this study.
Time
Time constraints limited the research. Superintendents have full schedules and
many demands on their time. As a result, interviews were limited to 60 min to
demonstrate that the researcher appreciated the superintendents’ time. Furthermore,
interviews were scheduled far in advance of the appointed date. The school calendar was
also a time constraint. Because superintendents have such full schedules, interviews had
to be performed after school hours and around key dates such as school board meetings.
Reduced Generalization
There are over 1,037 public school district superintendents in California. To
reduce the sample size, this study created a target group based on Latino superintendents
who were members of CALSA. Thus, this study generalized to the target group of 46
Latino superintendents who are members of CALSA.
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Purposeful Sampling and Size of the Sample
A sample is a group of persons who participate in a study and are selected from
the population to whom the researcher wishes to generalize. This study used purposeful
sampling to reduce the target population to 46. From that sample of the target
population, experts selected the five candidates who they felt had the deepest insight into
how Latino superintendents use EI as they respond to leadership challenges in their
school organizations.
Theoretical Framework
After a comprehensive survey of literature on EI, the researcher selected
Goleman’s (1995) emotional intelligent model based on four domains: self-awareness,
self-management, social awareness, and relationship management. These four domains
formed the research and interview questions. This emotional intelligent framework was
used to have Latino superintendents explain how they used EI to respond to leadership
challenges in their school organizations. Other emotional intelligent models could have
been used but were not chosen as the best fit for this study. Different findings could have
resulted from a different framework.
Summary
The technique used in this research study was described in Chapter III, which
followed the qualitative multicase research design to describe how exemplary Latino
school district superintendents manage their EI as they respond to leadership challenges
in their school organizations. First, the research design was described, as well as the
qualitative methods, for shaping the interview and the chapter’s data collecting and
analysis section. Also described were the development of research instruments, data
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gathering methods, and data analysis procedures. Finally, the study’s weaknesses were
identified. The data gathering process is described in full in Chapter IV and the research
outcomes. As a final point, the study’s conclusion is presented in Chapter V, which
summarizes the research findings, conclusions, and recommendations for further
research.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
This chapter outlines the process for the study, including the data collection and
findings. The purpose statement and research questions are reviewed, followed by a
discussion on the population, sample, and demographics for the study. Presenting the
data findings is the predominant focus of this chapter, specifically qualitative data
concerning the lived experiences, emotional intelligent strategies, and recommendations
of Latino superintendents as they respond to leadership challenges in their school
organizations. Additionally, data findings are presented according to Goleman’s (2006)
four domains of emotional intelligence (EI): self-awareness, self-management, social
awareness, and relationship management.
Purpose Statement
The purpose of this qualitative multicase study was to describe the emotional
intelligent strategies that exemplary Latino school district superintendents use as they
respond to leadership challenges in their school organizations based on Goleman’s (2006)
four domains of EI (self-awareness, self-management, social awareness, and relationship
management). A secondary purpose of the study was for exemplary Latino
superintendents to explain how their use of emotional intelligent strategies supports their
success and tenure as they respond to leadership challenges in their school organizations.
Research Questions
Central Research Question
The central research question for this study asked, “How do exemplary Latino
school district superintendents describe their use of emotional intelligent strategies as
they respond to leadership challenges in their school organizations based on Goleman’s
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(2006) four domains of EI: self-awareness, self-management, social awareness, and
relationship management?”
Research Subquestions
1. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-awareness as they respond to leadership
challenges in their school organizations?
2. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-management as they respond to leadership
challenges in their school organizations?
3. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of social awareness as they respond to leadership
challenges in their school organizations?
4. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of relationship management as they respond to
leadership challenges in their school organizations?
5. How do exemplary Latino school district superintendents describe their use of
emotional intelligent strategies to support their success and tenure as they respond to
leadership challenges in their school organizations?
Research Methods and Data Collection Procedures
A qualitative multicase study was used to describe the lived experiences,
emotional intelligent strategies, and recommendations of Latino superintendents as they
respond to leadership challenges in their school organizations. The researcher conducted
in-depth interviews with five exemplary Latino superintendents who were identified
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through specific criteria as ones who were California public school district
superintendents who served 3 or more years in the same school district. The interviews
were conducted in the location most convenient to the superintendents and were recorded
with their permission. The data obtained for the study were stored securely by the
researcher.
Population
A population, according to McMillan and Schumacher (2010), “Is a group of
elements or cases, whether individuals, objects, or events, that conform to specific
criteria” (p. 129). In research, it is important to note the study population because it is to
this group that results will be generalized. For this study, the intended population for
which the results of the study applied was California public school district
superintendents. According to CDE (2021), there are 1,037 California public school
districts, and each of these school districts has a person who serves in the role of
superintendent.
Target Population
Creswell and Guetterman (2019) noted that it is not feasible for a researcher to
investigate the entire population for a study. Consequently, a smaller number of
participants are selected, and these sampled participants are those to whom the results are
generalized. For this study, a target population of Latino superintendents was selected.
To determine the number of Latino superintendents in California, the researcher reached
out to CDE’s (n.d.) Data Visualization and Reporting Office (DVRO) to gather specific
data for the target population. DVRO confirmed that of the 1,037 superintendents in the
state, 73 were Latino superintendents. A further refinement of the target population was
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the identification of only those 73 Latino superintendents who were members of the
California Association of Latino Superintendents and Administrators (CALSA).
According to the 2021 CALSA membership roster, 46 members were self-identified as
Latino superintendents. As a result, the study’s target population was 46 Latino
superintendents who were members of CALSA.
Sample
A sample, according to Creswell and Guetterman (2019), is a subset of a study’s
participants drawn from the target population and used to generalize to the entire
population. Thus, the sample for this study was made up of individuals who represented
the target demographic of 46 Latino superintendents who were members of CALSA.
To identify a sample population of exemplary Latino superintendents for this
study, a purposeful sampling criterion was created. According to Patton (2015),
“Purposeful sampling is a selection process designed to identify information-rich cases
that allow the researcher to understand better the issues for which we do not have a strong
understanding” (p. 53).
To define the sample population of exemplary Latino superintendents for this
study, the following purposeful sampling criteria were established. The candidates must
have met six of the seven purposeful sampling criteria. All participants must have met
Criteria 1, 2, and 3 and three of the last four sampling criteria:
1. Superintendents were current California public school district superintendents who
served 3 or more years in the same school district.
2. Superintendents have demonstrated personal skills of EI.
3. Superintendents were members in CALSA professional association.
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4. Superintendents have published articles, papers, or presented at conferences.
5. Superintendents have received recognition awards from professional organizations,
such as Association of California School Administrators (ACSA), CALSA, California
School Boards Association (CSBA), California Latino School Boards Association
(CLSBA), and so forth.
6. Superintendents have been recognized by a peer or peer group, in the same position,
as an exemplary superintendent.
7. Superintendents have led districts that received awards, such as Western Association
of Schools and Colleges (WASC) 6-year certification, CSBA Golden Bell Award,
California Distinguished School Award, Blue Ribbon Award, and so forth.
The researcher enlisted the support of a sponsor, the executive director of
CALSA, to help identify potential exemplary Latino superintendents who met six of the
seven purposeful sampling criteria. The researcher contacted the executive director and
shared the purposeful sampling criteria to help identify possible study participants.
Intercoder Reliability
In pursuance of reliable data and to reduce errors, intercoder reliability measures
were exercised for this study. According to Creswell and Poth (2018), having two or
more coders code the same data to ensure that there is agreement on by which the data
are coded increases the reliability of the data and decreases the risk of potential bias.
Therefore, 20% of the study’s qualitative data were shared and coded by two other expert
researchers. The intercoder reliability was above 82%, which indicated that agreement
between data coding was evident. According to Creswell and Poth, at least 80%
agreement is needed for “good qualitative reliability” (p. 202). Accordingly, the
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intercoder reliability for this study was found to be acceptable and the qualitative results
considered valid.
Demographic Data
The study included five participants who met eligibility criteria to participate;
participants verbally consented on Zoom platform and were recorded. Specific
demographic information was collected to describe individuals, including years as a
superintendent in current district, total years as a superintendent, and county of school
district. Table 1 represents the demographic data that describes each participant,
identified with numbers from 1 to 5.
Table 1
Participant Demographics

Participant

Years as superintendent
in current district

Total years as
superintendent

County of
district

1
2
3
4
5

12
1
7
3
8

12
8
7
13
8

Fresno
Sonoma
Merced
Orange
Placer

Presentation and Analysis of Data
The researcher collected and analyzed data from five participants to elicit their
lived experiences, emotional intelligent strategies, and recommendations as they respond
to leadership challenges in their school organizations. The researcher employed
semistructured interviews with open-ended questions guided by the theoretical
framework derived from the literature review about EI.
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Qualitative data from in-depth interviews and artifacts addressed the research
questions. The primary qualitative data were collected through face-to-face virtual
interviews with five superintendents as well as from artifacts that supported the interview
data. The researchers spent 5 hr in interviews and an equal amount of time examining the
artifacts.
Data Analysis for Research Subquestion 1
How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-awareness as they respond to leadership challenges
in their school organizations?
The following sections discuss the qualitative data that were coded into themes
from the five interviews with superintendents. The data presented were collected from
Interview Questions 1 and 2. The following subsections outline the responses to
Research Subquestion 1. Table 2 shows the themes and frequency counts.
Table 2
Themes, Participants, Sources, and Frequency, Highest to Lowest Frequency, for Research
Subquestion 1: Self-Awareness
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

1. Emotional intelligence strategy
of self-awareness helps in selfconfidence in making decisions

5

61

3

64

2. Emotional self-awareness ability
helps to recognize and monitor
one’s emotional state of actions.

5

51

3

54

In summary, 100% of the participants experienced self-confidence in making
decisions as they responded to leadership challenges in their school organizations. All
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five participants also experienced emotional self-awareness of their actions as they
responded to leadership challenges in their school organizations. The most frequent
experience for these superintendents was self-confidence in making decisions, with 61
frequencies. As previously mentioned, this information regarding the lived experiences
was gathered from the first two interview questions. An analysis of the qualitative data
for the themes in answering the first research subquestion with individual experiences is
outlined in the following section.
Theme 1: Emotional intelligent strategy of self-awareness helps in selfconfidence in making decisions. The research subquestion for this study asked to
describe their use of the emotional intelligent strategy of self-awareness as they respond
to leadership challenges in their school organizations. Analysis of the data collected
resulted in the emergence of a frequency of 61 for this research subquestion. All
superintendents stated that self-awareness strategy helped them in their self-confidence in
making decisions as they respond to leadership challenges. The word self-confidence in
this theme referred to trust in their capabilities from prior experience in leadership roles
and being decisive in making decisions to respond to leadership challenges in their school
organizations (Goleman, 2014). This theme was evidenced from five face-to-face virtual
interviews with a frequency of 61 (Table 3).
Table 3
Theme, Participants, Source, and Frequency
Frequency of theme
Theme
1. Emotional intelligence strategy
of self-awareness helps in selfconfidence in making decisions

Participants

Interviews

Artifacts

Total

5

61

3

64
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All superintendents described having a variety of leadership experiences, such as
school principal and district office experiences, in their capabilities in making decisions
to develop solutions for addressing challenges. Participant 1 shared an experience of a
bomb threat to one of the schools in his district and that the local news station was aware
of the threat. Having been a school principal, Participant 1’s prior experience with a
similar incident helped in his confidence in making the best decision to address this
threat:
I knew that the news would go to the school, so I had my communication
specialist call and do a press conference in front of the district office so that news
media would come to district office instead of the school site and it worked.
Participant 2 noted that during his 1st year as a superintendent, he relied on selfawareness skills and emotional intelligent strategies gained as a site principal. He stated,
In the role as superintendent you have many challenges similar to being at a
school site. The skills I gained over the years in responding to leadership
challenges I have gained from being a school principal to a district office
administrator and having the confidence to pause and think of the decision that is
in the best interest of the organization and ultimately best for students.
Similarly, Participant 3 mentioned a strategy that has helped him in being
successful in making decisions and has helped how he responds to challenges as being a
reflective practitioner:
I intentionally manage my self-awareness by being a reflective practitioner and
write a note on my computer notes or my calendar notes on the challenge and
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actions steps with the solution. Documenting my day with brief notes reassures
me that I can always go back to reference a situation.
It was clear that being intentional about the practice of reflection and documenting helped
the superintendent’s confidence in responding to leadership challenges in his
organization.
All participants mentioned in their experiences that having self-confidence in
making decisions does not always lead to popular solutions but helps with buy -in when
working with key stakeholders in the organization. Participant 5 mentioned that
during the COVID-19 pandemic when schools were closed he invited the employee
unions to collaborate with him and his team to design a plan on how they would
welcome students back to in-person instruction. They designed two options, a full-day
program and a hybrid half in person half virtual. Many parents were not happy with
only two options, so they went back to the planning team and created a full virtual learning program. Participant 5 mentioned, “Because I made the decisions to invite
our unions, there was more buy-in for our employees, and when parents would get
upset with options, our employees were on board with options and fully supported the
plan.”
Theme 2: Emotional self-awareness ability helps to recognize and monitor
one’s emotional state of actions. Further analysis of the data collected resulted in the
emergence of a second theme under Research Subquestion 1. Superintendents have the
ability to recognize and monitor their emotional state, body language, and tone of voice
as they respond to leadership challenges in their school organization. For example,
Participant 4 mentioned that during a school board meeting, several of the parents at the
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board meeting were upset with the school closures being presented. He was being
attacked personally for the salary he earns and how it was one of the highest salaries in
the county. He said,
I tried to be as calm as I could and just listen. I was taking notes because this was
helping me look engaged, calm, and that I was actively listening. The reality is I
was very upset and I recognized that I was feeling upset and did not want my
facial or body language to show I was upset, so I was taking notes as a strategy to
control my emotions.
During the interviews, this theme was apparent from all five participants, producing 51
responses from face-to-face virtual interviews (Table 4).
Table 4
Theme, Participants, Sources, and Frequency
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

2. Emotional self-awareness ability
helps to recognize and monitor
one’s emotional state of actions.

5

51

3

54

During the five face-to-face virtual interviews, participants were asked to share
their lived experiences in responding to leadership challenges (Research Subquestion 1).
Although the continuum was broad, all of the participants referred to the local context of
the challenges in their individual organizations. All participants mentioned the
importance of emotional self-awareness of actions they portray. Participant 5 shared an
artifact from the Center for Servant Leadership that he used with all of his leadership
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team on servant leadership and how this has helped him with his emotional selfawareness of his actions and further explained,
The district should be a reflection of me, my actions, and my core beliefs. I
model the 4 C’s of character, commitment, competence, and care and when I
recruit and hire administrators with a really high degree of character meaning
integrity and committed to our students.
All five participants mentioned the importance of always being self-aware of
their emotions and actions when responding to leadership challenges in their school
organizations. Participant 2 reflected on a personal experience of leaving emotions
outside the door of his home:
After a long rough day of negotiating at the negotiating table, I am aware of not
taking negative emotions home and snapping at my family. My wife often
reminds me on more than one occasion that she is not my employee and that I
cannot talk to her in a negative tone. She really has been a huge support for me
emotionally, especially during these past 2 years of all things COVID-19 and the
politics.
Data Analysis for Research Subquestion 2
How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-management as they respond to leadership
challenges in their school organizations?
The following section discusses the qualitative data that were coded into themes
from the five interviews with superintendents. The data presented were collected from
Interview Questions 3 and 4. The following subsections outline the responses to
Research Subquestion 2. Table 5 shows the themes and frequency counts.
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Table 5
Themes, Participants, Sources, and Frequency, Highest to Lowest Frequency, for Research
Subquestion 2: Self-Management
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

3. Self-management strategy helps
in emotional self-control while
making decisions

5

40

4

44

4. Situational adaptability helps in
responding to various complex
challenges

5

28

1

29

All of the participants experienced emotional self-control as they responded to
leadership challenges in their school organizations. All five participants also experienced
situational adaptability as they responded to leadership challenges in their school
organizations. The most frequent experience for these superintendents was emotional
self-control with 40 frequencies. As previously mentioned, this information regarding
the lived experiences was gathered from the third and fourth interview questions. An
analysis of the qualitative data for the themes in answering the second research
subquestion with individual experiences is outlined in the following section.
Theme 3: Self-management strategy helps in emotional self-control while
making decisions. The research subquestion for this study asked to describe their use of
the emotional intelligent strategy of self-management as they responded to leadership
challenges in their school organizations. Analysis of the data collected resulted in the
emergence of a frequency of 40 for this research subquestion. All superintendents stated
that self-management strategy helped them in their emotional self-control in making
decisions as they responded to leadership challenges. Emotional self-control in this
theme referred to the ability to keep disruptive emotions and impulses in check and to
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maintain one’s effectiveness under stressful or even hostile conditions (Goleman, 2014).
This theme was evidenced from five face-to-face virtual interviews with a frequency of
40 (Table 6).
Table 6
Theme, Participants, Source, and Frequency
Frequency of theme
Theme
3. Self-management strategy helps
in emotional self-control while
making decisions

Participants

Interviews

Artifacts

Total

5

40

4

44

All superintendents described that having emotional self-control was very
important in responding to leadership challenges in their school organizations. In
addition, all mentioned practicing mindfulness and reflection throughout the week to stay
centered on leading their district. Participant 1 mentioned, “Reflection daily whether it’s
in the gym or on my drive home is important to me as I reflect on what happened and
how I respond in the future if a similar situation was to present itself.” Participant 2 used
a different strategy for managing his emotions by getting out to schools:
When I find myself struggling with some emotions and need to get my thoughts in
order I get in my car and get out to my schools. This really grounds me on why I
am here and doing what I need to do. Getting out to schools frankly helps me
gain a level of clarity to respond to challenges.
Although both Participant 1 and Participant 2 had differing strategies for emotional selfcontrol reflection, they both felt that it helped them to self-regulate and control their
emotions to focus on their purpose of why they are a leader.
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Participant 4, similar to Participant 2, also got in his car to visit as many sites as
he could, specifically during the past 2 years of the COVID-19 pandemic:
These past 2 years have been the toughest in my 13 years as a superintendents.
To stay connected to staff and students, I get out to schools and interact with
whoever I can. Staying in my office isolated from people does not help my
emotions with reading emails that are often negative. I noticed that when you get
out to schools sites and talk to people and have a dialogue strengthens me
emotionally with a positive mindset.
Getting out to schools was mentioned by three of the five superintendents as strategies to
help them manage their emotional self-control. On the other hand, Participant 3 used
exercise as an activity to regulate his emotions:
I keep my sanity by jogging; I run in the mornings at least three times a week and
on the weekends I do my longer runs, up to 10 miles and they keep me balanced.
After my mornings, I feel better when I start making phone calls to address
various challenges going on in the district. Most recently, I made a phone call to
an assistant principal who is missing many district meetings; their principal also
had concerns on lack of imitative, tardiness, among other issues. I called the
assistant principal and I was direct with them, but I was glad I got a run in the
morning because physically and emotionally I was feeling really good, and I
believe this helped me remain calm but yet direct with this administrator.
Theme 4: Situational adaptability helps in responding to various complex
challenges. Further analysis of the data collected resulted in the emergence of a fourth
theme under Research Subquestion 2. Superintendents are aware of the complexities in
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a given situation, and can be flexible and act differently when required as they respond
to leadership challenges in their school organization. For example, Participant 4
mentioned that during the COVID-19 school closures, he was aware that staff, including
administrators, wanted to interact and learn with each other even if it was virtually by
Zoom. He pivoted and adapted to the current reality of shelter in place. He explored a
digital option to seek interest and sent an email with a digital sign-up sheet for any staff
member in the district who wished to be part of a district-wide book club. The book they
chose to read and discuss together was Leadshift by John C. Maxwell. Participant 4 said,
I knew people wanted to engage as everyone was home isolated; I also was
feeling depressed and I felt like I needed to start thinking differently and do
something for my team. I put it out there, for whoever was interested; we got 80
people to sign up; we mailed them all a book, and we had weekly book group
meetings over Zoom. We were able to be vulnerable, talk about our challenges
and experiences, using the chapter in the book, and I was also able to open up to
the group and express my emotions I was feeling at that time.
During the interviews, this theme was apparent from all five participants, producing 28
responses from face-to-face virtual interviews (Table 7).
Table 7
Theme, Participants, Source, and Frequency
Frequency of theme
Theme
4. Situational adaptability helps in
responding to various complex
challenges

Participants

Interviews

Artifacts

Total

5

28

1

29
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During the five face-to-face virtual interviews, participants were asked to share
their lived experiences in responding to leadership challenges (Research Subquestion 2).
All five participants mentioned the importance of emotional self-management strategies.
Participant 3 shared a different experience and thought on the importance of selfmanagement specifically on being flexible on addressing different situations. He
mentioned how it adapts to better serve his diverse parents in his organization:
As I work with our Spanish-speaking parents who are majority immigrants to the
United States and how I work with our parents who are born here in the U.S. and
mostly educated, I engage differently. For example with my Spanish speaking
parents because I can identify to them culturally and speak Spanish, I scaffold my
presentations more and use more visuals to explain the topics in my presentation.
I also use more common vocabulary perhaps less academic languages and more
everyday language from home. On the contrary, with our higher economic status
parents born in the U.S., I will be more formal in my presentation and use more
academic language to explain my topics.
For Participant 3, this differentiation has helped him in reaching and being more
customer friendly to the various families in responding to challenging situations in the
school organization.
All five participants mentioned the importance of always managing emotions,
which includes body language. Participant 2 mentioned,
Most recently in my last district where I was for 7 years, our negotiating team
was typically about five people and some cases the fifth person was our attorney.
Our attorney would join us depending on where we were in the stage of
negotiations. Moreover, I would say that one of the most important things that I
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did, is that following every negotiation, we did a debrief, and some of it was so
that we can prepare the communication for the board on how things went.
However, the other part was to measure ourselves, how was our body language,
how is it that we were writing notes, how you were holding your pen or pencil.
That was something that I was very deliberate with like your body language and
how you reacted at the table.
The research confirms this imperative to adapt. Adaptability is about having ready
access to a range of behaviors that enable leaders to shift and experiment as things
change.
Data Analysis for Research Subquestion 3
How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of social awareness as they respond to leadership
challenges in their school organizations?
The following section discusses the qualitative data that were coded into themes
from the five interviews with superintendents. The data presented were collected from
Interview Questions 5 and 6. The following subsections outline the responses to
Research Subquestion 3. Table 8 shows the themes and frequency counts.
In brief, 100% of the participants experienced organizational awareness as they
responded to leadership challenges in their school organizations. All five participants
also experienced empathy of others’ feelings as they responded to leadership challenges
in their school organizations. The most frequent experience for these superintendents
was organizational awareness, with 44 frequencies. As previously mentioned, this
information regarding the lived experiences was gathered from the fifth and sixth
interview questions. An analysis of the qualitative data for the themes in answering the
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third research subquestion with individual experiences is outlined in the following
section.
Table 8
Themes, Participants, Sources, and Frequency, Highest to Lowest Frequency, for Research
Subquestion 3: Social Awareness
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

5. Social awareness strategy helps in
organizational awareness to
respond to leadership challenges

5

44

6

50

6. Empathy helps to understand how
others feel and react to the
concerns that underlie emotional
responses when responding to
challenges

5

34

3

37

In brief, 100% of the participants experienced organizational awareness as they
responded to leadership challenges in their school organizations. All five participants
also experienced empathy of others’ feelings as they responded to leadership challenges
in their school organizations. The most frequent experience for these superintendents
was organizational awareness, with 44 frequencies. As previously mentioned, this
information regarding the lived experiences was gathered from the fifth and sixth
interview questions. An analysis of the qualitative data for the themes in answering the
third research subquestion with individual experiences is outlined in the following
section.
Theme 5: Social awareness strategy helps in organizational awareness to
respond to leadership challenges. The research question for this study asked to
describe participants’ use of the emotional intelligent strategy of social awareness as they
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responded to leadership challenges in their school organizations. Analysis of the data
collected resulted in the emergence of a frequency of 44 for this research question. All
superintendents stated that social awareness strategy helped them in their organizational
awareness as they responded to leadership challenges. According to Goleman (2014),
leaders skilled at organizational awareness have a greater sense of the bigger picture.
They see issues in the context of the complex interactions among departments and
individuals; have the ability to read a group’s emotional currents and power relationships;
and can identify influencers, networks, and dynamics with the organization. This theme
was evidenced from five face-to-face virtual interviews with a frequency of 44 (Table 9).
Table 9
Theme, Participants, Source, and Frequency
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

5. Social awareness strategy helps
in organizational awareness to
respond to leadership challenges

5

44

6

50

All of the superintendents said that their diverse leadership experiences at the
school and district levels have equipped them to identify key stakeholders within the
school organization, as well as educational partners in the community, to assist them in
responding to leadership challenges. Participant 4 shared an experience in distance
learning while students were home because of the COVID-19 global pandemic and
schools were closed. He mentioned that not all students had access to Wi-Fi internet
connectivity to engage online on their computers from home:
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One of our teachers noticed that several students were sitting with their laptops in
front of a business bench doing work. She pulled in her car asked and asked what
they were doing. The students said that they did not have internet connection at
home. The teacher was in teachers as she was reporting this to me. I had to do
something immediately, so I gathered all my principals on a Zoom meeting to do
a needs assessment of the situation; we purchased thousands of hot spots; I
needed help and reached out to the local library and local cell phone stores and
was able to get 1,000 hot spots in 2 days. We called families on their phones and
asked families that did not have internet to come pick up a hot spot at the district
office. Our team and community liaisons also delivered hots spots to some of the
student’s homes. Having an awareness of community partners and resources
within our organization I was able to mobilize quickly to respond to this
unprecedented challenge.
Conversely, connected to the COVID-19 pandemic, there were many state and
federal policies passed for schools to follow. Participant 1 stated,
There were and currently is various state health orders in regards to face covers,
COVID-19 testing, quarantine, that at times are perceived value based with many
different people in and out of the district. As a superintendent, your vantage point
is limited because what you have to communicate is that absent of values and
judgment of what you feel or they feel; ultimately, you have to implement the
law. A major function as a school leader is to follow and implement the law and
sometimes that is difficult for parents, students, and even employees to
understand.
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Theme 6: Empathy helps to understand how others feel and react to the
concerns that underlie emotional responses when responding to challenges. Further
analysis of the data collected resulted in the emergence of a sixth theme under Research
Subquestion 3. Empathy also cultivates a greater presence in your leadership role
(Goleman, 2014). Juggling responsibilities can be difficult and distracting, so
demonstrating empathy allows leaders to increase their attentiveness and to teach them
how to be patient. If they are able to demonstrate empathy, people will feel safe talking
to them. During the virtual interview with Participant 5, he shared that empathy of
others’ feelings is something that he worked on and also shared situations with his
board of trustees so they better understand various challenges with students and staff.
He strategically invited each board member to visit classrooms with him twice a year.
Participant 5 mentioned,
The Board of Education and myself visit classrooms and those are nice touch
points so that our board better understands our principals and see the great work
that is happening in the classrooms. The goal of the visit is to better understand
how teachers and students are doing and we can better support principals and
their staff.
During the interviews, this theme was apparent from all five participants, producing 34
responses from face-to-face virtual interviews (Table 10).
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Table 10
Theme, Participants, Source, and Frequency
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

6. Empathy helps to understand
how others feel and react to the
concerns that underlie emotional
responses when responding to
challenges

5

34

3

37

Participants were asked to describe their lived experiences in responding to
leadership challenges during the face-to-face virtual interviews (Research Subquestion 3).
Despite the vast scope of the continuum, every one of the participants spoke to their
school organization challenges. Participant 3 shared a recent challenge and what he
mentioned as “an opportunity.” The circumstance that he shared was that he had two gay
male Latino students who wanted to play volleyball for their high school and the school
only offered volleyball for female athletes. He elaborated on the challenge and said,
So I did my research and worked with the high school principal and we really
couldn’t justify in having them play with the girls. Therefore, the two students
asked if they could petition the state athletic commissioner to allow them to be
able to play. I told the students I would support them and, yes, they could meet
with the commissioner. I felt good supporting them, and I was proud of our
LGTBQ students. The students met with the commissioner and he said, “Yes you
can play with the girls’ volleyball team if you have been in counseling and are
having a gender change, then you can play with the girl’s team.” The two
students were very disappointed as they are not transgender. I met with them and
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offered to help and work with their principal to see if there was enough interest at
the school to organize a club boys’ volleyball team that could compete against
other high schools that did have boys’ volleyball in their regional athletic league.
The students were very happy and felt supported. I told them I was proud of them
for their leadership and advocacy.
Data Analysis for Research Subquestion 4
How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of relationship management as they respond to leadership
challenges in their school organizations?
The following section discusses the qualitative data that were coded into themes
from the five interviews with superintendents. The data presented were collected from
Interview Questions 7 and 8. The following subsections outline the responses to
Research Subquestion 4. Table 11 shows the themes and frequency counts.
Table 11
Themes, Participants, Sources, and Frequency, Highest to Lowest Frequency, for Research
Subquestion 4: Relationship Management
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

7. Communication and collaboration
is important in relationship
management

5

52

4

56

8. Team influence is vital in
developing others and managing
their team as they respond to
conflicts

5

31

2

33

In summary, 100% of the participants described communication and collaboration
as they responded to leadership challenges in their school organizations. All five
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participants also described the importance of team influence as they responded to
leadership challenges in their school organizations. The most frequent experience for
these superintendents was communication and collaboration with 52 frequencies. As
previously mentioned, this information regarding the lived experiences of the
superintendents was gathered from the seventh and eighth interview questions. An
analysis of the qualitative data for the themes in answering the fourth research
subquestion with individual experiences is outlined in the following section.
Theme 7: Communication and collaboration is important in relationship
management. The research subquestion for this study asked to describe participants’ use
of the emotional intelligent strategy of relationship management as they respond to
leadership challenges in their school organizations. Analysis of the data collected
resulted in the emergence of a frequency of 52 for this research subquestion. All
superintendents stated that communication and collaboration was important in
relationship management as they responded to leadership challenges. The words
communication and collaboration in this theme referred to working together productively
by ensuring that team members understand each other and their problems as they
responded to challenges in their school organizations. This theme was evidenced from
five face-to-face virtual interviews with a frequency of 52 (Table 12).
Table 12
Theme, Participants, Source, and Frequency
Frequency of theme
Theme

Participants

Interviews

Artifacts

Total

7. Communication and collaboration
is important in relationship
management

5

52

4

56
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All superintendents described the importance of communication and collaboration
in their organizations as they worked with many different types of stakeholders in and out
of the district. As Participant 5 stated, “We are in the people business, and it is vital to
always communicate with all, especially with your board of trustees.” Like Participant 5,
the participants referenced that communicating with their school boards and giving them
frequent FYIs was essential. Participant 1 stated,
I need to always work at managing my relationship with the board, as it applies to
my role as superintendent; the first and highest priority is the communication and
work at the board level. You want to make sure that you are not someone who’s
going to fragment your board. In addition, what I mean by that is, even on most
controversial topics, even if there’s a topic that involves one of the board
members, you need to communicate with all. I have a golden rule, “Tell one, tell
all,” and I do that every point on all topics so that they all have the same
information and don’t feel out of the loop.
Similar to engaging and communicating with the board of trustees,
communicating and collaborating with community partners is crucial for success as a
superintendent. Participant 4 shared an experience that helped the families and students
in his organization during the COVID-19 pandemic:
I knew that our employee unions wanted to have more staff and students COVID
tested and vaccinated. I reached out to our county public health department and
local health clinic and through this outreach, we were able to collaborate with
both organizations to offer free COVID-19 testing and offer vaccinations at
several of our schools throughout the district. We promoted it on social media
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outlets, phone calls, emails, and the turnout was high from our community. This
collaboration was one of my proudest moments in my 13 years as a
superintendent.
Responding to and solving leadership challenges is one of the main
responsibilities that superintendents navigate in their organizations every day.
Participant 5 stated,
A key aspect of our work is how we build relationships and collaborate with all
our stakeholders. We do that through hundreds of interactions over time, and the
best way to collaborate is to engage in really difficult work and try to solve really
difficult problems, and bring people together to do that. Some examples of
challenges are closing schools, making budget cuts, developing actions and
strategies in our strategic plan, and through this open and transparent
collaborative process with your community and your team present you’re actually
building trust.
Theme 8: Team influence is vital in developing others and managing their
team as they respond to conflicts. An eighth theme emerged as a result of further
analysis of the data provided under Research Subquestion 4. The superintendents’ ability
to influence and develop others, handle conflicts, and manage their team as they
respond to leadership challenges in their school organization gets the desired outcomes
(Goleman, 2020). Leading by influence is a management style that involves impacting
the opinions, attitudes, choices, and behaviors of your team members. Influencing or
persuading others in a positive way focuses on empowering, developing, and serving the
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people who work for you. For example, Participant 2 shared why developing capacity in
his administrative team was important to the success of the students in his organization:
One of my main duties is in developing my team and their understanding on
important topics from evaluation of teachers to looking at student data.
Everything we do as leaders should have a direct correlation back to the
classroom and student achievement. It’s always taking it back to the school level,
even in the most stressful challenges, even if we have a lot of adult drama or
circumstances around negotiations, we always need to go back to what is best for
our kids. So in my evaluation meetings with principals, I hold my team to high
standards with student achievement, but I also provide support as needed.
Similar to Participant 2, this theme was apparent from all five participants, producing 31
responses from face-to-face virtual interviews (Table 13).
Table 13
Theme, Participants, Source, and Frequency
Sources and frequency
Theme

Participants

Interviews

Artifacts

Total

8. Team influence is vital in
developing others and managing
their team as they respond to
conflicts

5

31

2

33

Participants were asked to describe their lived experiences in responding to
leadership challenges during the face-to-face virtual interviews (Research Subquestion 4).
Despite the vast scope of the continuum, every one of the participants spoke to the local
context of the challenges in their own organizations. Team influence was highly
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mentioned by all participants as a key strategy in managing and growing relationships.
Participant 3 shared,
Since I started teaching 30 years ago, I’ve been very much hands on with
everything that I’ve done from the past to today. I spend a lot of time at the sites
in the classrooms; every so often I will show up at the transportation department
and just listen to the bus drivers. I refer to this as management by walking around
(MBWA), and I share this with all my district office administrators and encourage
them to get out to schools sites, be visible, and listen to our employees, but also to
recognize their work.
Similarly, Participant 4 was preparing for an upcoming school board meeting the
following month in which he knew there was a controversial action item on the agenda to
expand ethnic studies courses at the high schools where students would have an
opportunity to engage in culturally relevant teaching and learning. Participant 4 shared,
I knew that we got a hot topic coming up at the next board meeting and I start
having conversations with my principals, teachers’ union president, the board, and
I am sharing research to inform them all and get their initial reactions, but also to
see what type of reactions we could expect from the community. I influence and
prepare my team by providing them research, case studies, what other school
districts are doing, and what students are asking for in terms of electives at the
high school. Being proactive is key with the team, especially the board. In this
case, we did have some community members against offering more ethnic studies
courses, but our board was prepared with all the necessary information they
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needed to make a vote, and our students showed up and spoke up that they want
to learn about all cultures, especially their own.
Data Analysis for Research Subquestion 5
How do exemplary Latino school district superintendents describe their use of
emotional intelligent strategies to support their success and tenure as they respond to
leadership challenges in their school organizations?
The following section discusses the qualitative data that were coded into one
theme from the five interviews with superintendents. The data presented were collected
from Interview Question 9. The following subsections outline the responses to Research
Subquestion 5. Table 14 shows the theme and frequency counts.
Table 14
Theme, Participants, Sources, and Frequency, Highest to Lowest Frequency, for Research
Subquestion 5: Success and Tenure
Frequency of theme
Theme
9. Managing relationships through
building bonds

Participants

Interviews

Artifacts

Total

4

38

2

40

Four of the five participants described that managing relationships through
building bonds as they responded to leadership challenges in their school organizations
was the strategy that had most supported their success and tenure as a superintendent.
Leaders with high EI also understand what makes their employees and work colleagues
tick and will be able to incentivize and motivate them to find their own reasons for
working to the best of their ability, thinking of optimism as a constructive response to
stress. This ninth theme of managing relationships through building bonds had 38
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frequencies. As previously mentioned, this information regarding the lived experiences
was gathered from the ninth interview question. An analysis of the qualitative data for
the theme in answering the fifth research subquestion with individual experiences is
outlined in the following section.
Theme 9: Managing relationships through building bonds. The fifth research
subquestion for this study asked participants to describe their use of emotional intelligent
strategies to support their success and tenure as they responded to leadership challenges
in their school organizations. Analysis of the data collected resulted in the emergence of
a frequency of 38 for this research question. Four of the five superintendents stated that
managing relationships through building bonds has supported their success and tenure
during their superintendency as they respond to leadership challenges. Managing
relationships through building bonds in this theme refers to developing networks by
providing a vision that motivates others and providing feedback in responding to
leadership challenges in their school organizations. This theme was evident in four of the
five face-to-face virtual interviews with a frequency of 38 (Table 15).
Table 15
Theme, Participants, Source, and Frequency
Frequency of theme
Theme
9. Managing relationships through
building bonds

Participants

Interviews

Artifacts

Total

4

38

2

40

Four of the five participants gave examples of managing relationships through
building bonds as the strategy that had most supported their success and tenure as a
superintendent in their districts. Participant 1 referred to relationship management as the
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one of the four emotional intelligent domains that have supported his success. He
elaborated and said, “A lot of those successful moments are about your ability to get an
exponential benefit out of others, and it’s the synergy of the exchange of others building a
relationship with you, specifically key players in your organization.” Participant 5
described an experience in his district in which because of his relationships and building
bonds with the employee unions, he had been able to be successful for the past 8 years.
He shared,
We don’t work alone, so this goes back to one of those core beliefs in working
together and making a commitment to our students. Managing those relationships
and understanding where people are in their current time. I try to always assume
goodwill. I think educators came into this career with a pure heart to help
children.
Additionally, three participants discussed their experiences of building bonds with
diverse community partners from nonprofit organizations to universities. Participant 3
mentioned that he was able to build a relationship with a local junior college and four
universities to develop a college pipeline for his students from their high schools to
directly into the university or from the junior college then transfer to the university. This
partnership has been growing and now 30% of his seniors are taking dual enrollment
courses for both high school and college credit.
Participant 2 described that managing relationships and building bonds has to be
intentional and it takes work. He said,
It’s like a marriage; you need to always work on building relationships with our
board, your teachers, your team, your unions because one bad decision and those
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relationships can turn negative. So it’s not about just being Mr. Nice Guy; it’s
about the relationships that are grounded in truth, that are grounded in ensuring
that staff knows what’s expected of them. And it’s about also a relationship
grounded in what we’re doing to support you as a leader in your development.
This study was designed to explore the experiences, challenges, strategies, and
recommendations of the participants on the emotional intelligent strategies that
exemplary Latino school district superintendents use as they respond to leadership
challenges in their school organizations. Nine themes emerged from the data regarding
the superintendents’ lived experiences, challenges, strategies, and recommendations
(Table 16).
Summary
This chapter provided a detailed review of the purpose statement, research
subquestions, and methodology, including the data collection process, population, and
sample. A comprehensive presentation and analysis of the findings developed from the
data included five interview participants with supporting evidence from artifact review.
EI is important for a variety of reasons. Emotional intelligent leaders are able to develop
and maintain a positive, productive, and efficient workplace while constantly motivating
their employees to put their best foot forward. Leaders with this important skill are able
to create workplace environments in which employees feel comfortable taking risks and
sharing their ideas. They are able to make difficult decisions, resolve conflict effectively,
and adapt to changing business goals and circumstances. A lack of EI inhibits a leader’s
ability to effectively collaborate and communicate with others. When leaders are not able
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to manage their emotions, employees may be less eager to share their ideas and are less
likely to reach their full potential.
Table 16
Research Subquestions, Themes, Participants, and Frequency
Theme

Participants

Frequency

Artifacts

Total

Research Subquestion 1: How do exemplary Latino school district superintendents describe
their use of the emotional intelligence strategy of self-awareness as they respond to leadership
challenges in their school organizations?
1. Emotional intelligence strategy of
self-awareness helps in selfconfidence in making decisions

5

61

3

64

2. Emotional self-awareness ability
helps to recognize and monitor
one’s emotional state of
actions.

5

51

3

54

Research Subquestion 2: How do exemplary Latino school district superintendents describe
their use of the emotional intelligence strategy of self-management as they respond to
leadership challenges in their school organizations?
3. Self-management strategy helps in
emotional self-control while
making decisions

5

40

4

44

4. Situational adaptability helps in
responding to various complex
challenges

5

28

1

29

Research Subquestion 3: How do exemplary Latino school district superintendents describe
their use of the emotional intelligence strategy of social awareness as they respond to
leadership challenges in their school organizations?
5. Social awareness strategy helps
organizational awareness to
respond to leadership
challenges

5

44

6

50

6. Empathy helps to understand how
others feel and react to the
concerns that underlie
emotional responses when
responding to challenges

5

34

3

37
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Table 16 (continued)
Theme

Participants

Frequency

Artifacts

Total

Research Subquestion 4: How do exemplary Latino school district superintendents describe
their use of the emotional intelligence strategy of relationship management as they respond to
leadership challenges in their school organizations?
7. Communication and collaboration
is important in relationship
management

5

52

4

56

8. Team influence is vital in
developing others and manage
their team as they respond to
conflicts

5

31

2

33

Research Subquestion 5: How do exemplary Latino school district superintendents describe their
use of emotional intelligence strategies to support their success and tenure as they respond to
leadership challenges in their school organizations?
9. Managing relationships through
building bonds

4

38

2

40

The final chapter of the study contains a summary of the significant findings,
unexpected findings, and conclusions drawn from the study. The implications for
action, further research recommendations, and closing remarks and reflections conclude
the chapter.
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
This chapter presents the findings, conclusions, and recommendations of this
study. The key findings and the unexpected findings are discussed, followed by the
conclusions drawn from those findings. A discussion regarding the implications for
action outlines emotional intelligent strategies that can be used by superintendents while
responding to leadership challenges in their school organizations. Additionally, there are
recommendations for future research that may add to the breadth and/or depth of
knowledge regarding the topic of emotional intelligent strategies that school district
superintendents use as they respond to leadership challenges in their school
organizations. This chapter concludes with the researcher’s final reflections and remarks.
Purpose Statement
The purpose of this qualitative multicase study was to describe the emotional
intelligent strategies that exemplary Latino school district superintendents use as they
respond to leadership challenges in their school organizations based on Goleman’s (2006)
four domains of EI (self-awareness, self-management, social awareness, and relationship
management). A secondary purpose of the study was for exemplary Latino
superintendents to explain how their use of emotional intelligent strategies supports their
success and tenure as they respond to leadership challenges in their school organizations.
Research Questions
Central Research Question
The central research question for this study asked, “How do exemplary Latino
school district superintendents describe their use of emotional intelligent strategies as
they respond to leadership challenges in their school organizations based on Goleman’s
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(2006) four domains of emotional intelligence (EI): self-awareness, self-management,
social awareness, and relationship management?”
Research Subquestions
1. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-awareness as they respond to leadership
challenges in their school organizations?
2. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of self-management as they respond to leadership
challenges in their school organizations?
3. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of social awareness as they respond to leadership
challenges in their school organizations?
4. How do exemplary Latino school district superintendents describe their use of the
emotional intelligent strategy of relationship management as they respond to
leadership challenges in their school organizations?
5. How do exemplary Latino school district superintendents describe their use of
emotional intelligent strategies to support their success and tenure as they respond to
leadership challenges in their school organizations?
Methodology Review
A qualitative multicase study was used to describe the lived experiences,
challenges, strategies, and recommendations of exemplary Latino school district
superintendents who have led their school organizations using emotional intelligent
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strategies as they respond to leadership challenges. The methodology was designed to
answer the central research question, followed with the five research subquestions.
The researcher conducted in-depth interviews with five exemplary Latino
superintendents who have led their school organizations using emotional intelligent
strategies as they responded to leadership challenges. The five qualitative interviews
were conducted virtual in the location most convenient to the participant and were
recorded with permission. The data obtained for the study were stored securely by the
researcher.
The population for the study was exemplary Latino school district superintendents
who have led their school organizations using emotional intelligent strategies as they
responded to leadership challenges. Because it was not practical to study all 1,037
superintendents in California, a target population of Latino superintendents was selected
for this study. To determine the number of Latino superintendents in California, the
researcher reached out to the CDE’s (n.d.) Data Visualization and Reporting Office
(DVRO) to gather specific data for the target population. DVRO confirmed that out of
the 1,037 superintendents in the state, 73 (or 7%) were current Latino superintendents. A
further refinement of the target population was the identification of only those 73 Latino
superintendents who were members of the Association of Latino Administrators and
Superintendents (CALSA). To identify a sample population of exemplary Latino
superintendents for this study, a purposeful sampling criterion was created. According to
Patton (2015), “Purposeful sampling is a selection process designed to identify
information-rich cases that allow the researcher to understand better the issues for which
there is not a strong understanding about” (p. 53).
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As a result, the study’s target population was 46 Latino superintendents who were
members of CALSA. Based on the researcher’s review of sampling criteria for each of
the target population of 46 Latino superintendents, 16 possible participants were
identified. Because the multicase study was designed to examine five cases, three experts
were enlisted to assist the researcher to find the best qualified participants for this study.
From the 16 exemplary Latino superintendents who met the sampling criteria of this
study, the expert panel recommended five exemplary superintendents with two alternates
in case any of the five selected could not participate in this study.
Major Findings
To establish the key findings for the study on exemplary Latino superintendents
who have led their school organizations using emotional intelligent strategies as they
responded to leadership challenges, the qualitative data were compiled and analyzed into
themes. The qualitative data consisted of five face-to-face virtual in-depth interviews
with artifact-reviewed evidence support from various district. Within the qualitative data,
the researcher established that the data having 15 or more occurrences with at least four
of five participants in the collected responses were considered a theme. The lived
experiences, challenges, strategies, and recommendations were all considered when
identifying key findings.
The key findings that follow discuss the experiences of exemplary Latino
superintendents who have led their school organizations using emotional intelligent
strategies as they responded to leadership challenges in their school organizations.
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Key Finding 1
All four domains of EI (self-awareness, self-management, social awareness, and
relationship management) are vital strategies in responding to leadership challenges.
Participants referred repeatedly in the interviews to emotional intelligent
strategies being vital in responding to leadership challenges in their school organizations
validated by a high frequency count of 51 in Theme 2, 40 in Theme 3, 44 in Theme 5,
and 52 in Theme 7. The relevance of emotional self-awareness of the acts they represent
was mentioned by all participants. Participant 5 described an artifact that he used from
the Center for Servant Leadership with his entire leadership team to teach servant
leadership and how it has helped him with his emotional self-awareness of his actions and
said, “The district should be a reflection of me, my deeds, and my essential beliefs.”
All five superintendents experienced emotional self-control when responding to
leadership challenges. Three participants mentioned using a journal or typing notes to
help them process their thoughts and document how they responded to the challenge.
Participant 1 stated,
It’s important for leaders to always have a self-reflective moment, whether it
happens right away or a couple of days later, but reflecting on how you responded
and handled the challenge is important to process and reflect. This past year the
COVID-19 pandemic was a true test of self-control with political dynamics.
Trimis (2021) recently reported that because of the increased complexities of public
education challenges, superintendents’ emotional intelligent skills have been tested in
how they respond to the years’ long pandemic and all its associated issues in addition to
the typical challenges as they lead their school organizations. Research has shown that
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one of the strategies that has proven to be an effective strategy in accomplishing these
goals is for superintendents to use EI during these heated issues. Demonstrating the
ability to recognize personal and group emotions and monitor one’s own and others’
emotions affects a superintendent’s performance and ultimately continuing in his position
(Bradberry & Greaves, 2009).
All of the superintendents stated that social awareness strategy helped them in
their organizational awareness as they respond to leadership challenges. They noted that
their varied leadership experiences at the school and district levels have prepared them to
identify key stakeholders inside the school organization, as well as educational partners
in the community, to help them respond to leadership problems. Because of the COVID19 global epidemic, which caused schools to close, Participant 4 recounted an experience
while children were home with online learning. He added that not all children had access
to Wi-Fi internet connectivity at home, so they could not participate in online activities.
Participant 4 said, “Because I was aware of all the resources in our district and
influencers in our community, I was able to leverage those power relationships to get our
students the resources they needed such as hot spots.”
All superintendents stated that relationship management strategy helped them in
their communication and collaboration as they responded to leadership challenges. As
superintendents engaged with a variety of stakeholders, both inside and outside the
district, they stressed the significance of communication and collaboration in their
organizations. Participant 5 said, “We are in the people business, and it is critical to
always connect with everyone, including your board of trustees.” All of the participants
mentioned the importance of connecting with their school boards and providing them
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with frequent updates, for example by using a confidential Friday letter via electronic
mail. Creating collaborative cultures requires a climate of communication, building
capacities, and working together as a team (Fullan & Quinn, 2016). In addition,
collaboration can influence whole-system transformation by developing the structures,
resources, and supports required for responding to challenges (Fullan & Quinn, 2016).
Key Finding 2
Relationship management is essential by building bonds and managing key
relationships with board members and leadership team.
All five superintendents discussed the importance of influencing the board
members and their leadership teams by supporting them and strategically managing their
relationships to lead their organizations. These were evident mostly in Themes 6 and 8.
As the research has noted, one of five identified characteristics of successful
superintendents is board relationships and alignment to support the district goals to
respond to challenges (Waters & Marzano, 2006). Participant 5 shared that he builds and
manages his relationships with his board, for example, by sharing what schools are doing
and empathizing on how school principals are feeling especially after going through
school closures and having to return from shelter in place due to COVID-19. He likes to
share the school’s plan for student achievement first with the board members then takes
his board members out to school sites so they better understand the various challenges
with students and staff and hear from them. Turner (2020) stated that superintendents
will benefit from the core principle of managing relationships and emotions to achieve
their desired outcomes while facing challenging decisions by working together with their
board.
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All five participants referenced team influence as a key strategy in managing and
growing relationships. Participant 3 shared,
I am very hands-on leader; I’ve been very much hands on with everything from
walking schools with principals to see what they need and how I can support with
resources, and I also will not hesitate to get the mop and bucket and help clean. I
am strong believer that you need roll up your sleeves and help. This has helped
my credibility, effectiveness, and influence my leadership team through my
modeling.
An effective leader uses these relationships to work with and influence others to achieve
common goals and build a shared vision. This skill can be an essential aspect of team
building and allows leaders to enact meaningful change in their organizations when
responding to challenges (Balaji, 2021).
Key Finding 3
Superintendent’s prior experience in different leadership roles is important in
trusting their capabilities and self-confidence in making decisions when responding to
leadership challenges in their school organization.
As evidenced in the data for Themes 1 and 4, when responding to leadership
challenges in their school organizations, superintendents prior experience in different
leadership roles has helped their self-confidence in making decisions for the various
situations that arise using emotional intelligent strategies. All superintendents stated that
self-awareness strategy helped them in their self-confidence in making decisions as they
responded to leadership challenges. As research has outlined, at the heart of personal
management is self-awareness, which is defined as the ability to detect one’s emotions
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and their impact on oneself and one’s team’s performance and to understand one’s
strengths and shortcomings as one responds to challenges (Landry, 2019). All five
participants in this study mentioned repeatedly that having a variety of leadership
experiences, such as being a school principal and working at the district office, as
directors and assistant superintendents has aided them in making decisions and
developing solutions to problems. Participant 1 described how a bomb threat was made
against one of his schools and how the local news station was made aware of the danger
and because when he was a principal, he knew how to adapt to this situation to respond to
the challenge.
All five participants mentioned the importance of emotional self-management
strategies. Participant 3 shared an experience on his self-management strategy of
adapting to and being flexible when addressing different situations. He mentioned on
how he adapted to better serve the parents of his diverse students in his organization. His
approach was different with the Spanish-speaking parents who were majority immigrants
to the United States compared to how he worked with predominately English-speaking
parents who were born in the United States and majority educated. Participated 3 said,
I recall when I was a principal and I had to approach and engage my parents
differently. . . . I couldn’t possibly engage them all in the same manner, so I try to
address their needs in a variety of ways, and I continue to modify my speeches or
reactions to each occasion and who the audience is today as a superintendent.
Superintendents with strong self-management skills know what to do and how to act
in different situations as they respond to leadership challenges; for instance, they
know how to control their anger when an upset community member unfairly accuses
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them of not being responsive to the needs of their students during the COVID-19
pandemic (Munro, 2021). Therefore, superintendents need to have expertise in a
variety of leadership roles to lead and respond to challenges using emotional intelligent
strategies.
Key Finding 4
Emotional self-control is vital in responding to leadership challenges in the
superintendents’ school organization.
EI can be learned and developed, according to a number of studies (Maccalupo,
2002). Superintendents must seek ways to recognize their emotions and identify
strategies for emotional self-control. As evidenced in Themes 2 and 3, all five
participants mentioned that emotional self-control is particularly crucial in reacting to
leadership challenges in their school organizations. In addition, to keep focused on
leading their district, they all reported practicing mindfulness and reflection as a constant
routine.
Three of the five superintendents mentioned visiting schools as a way to help
them manage their emotional self-control. Participant 3, on the other hand, used exercise
as a way to manage his emotions: “I retain my sanity by jogging. . . . I run in the
mornings at least three times a week, and on the weekends, I do my longer runs, and they
keep me balanced mentally.” All five participants mentioned the importance of always
being self-aware and in control of their emotions when responding to leadership
challenges in their school organizations. Participant 2 reflected on a personal experience
of leaving emotions outside the door of his home: “After a long rough day of negotiating
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at the negotiating table, I am aware of not taking negative emotions home and control
my emotions to focus on decompressing and being happy with my family.”
Leaders who have EI can learn to improve their ability to identify, comprehend,
and respond to the emotions of others. This can help superintendents solve problems in a
more positive way. Superintendents who can understand and control their emotions may
be less prone to burn out and leave the field of education. This could lead to increased
efficiency and productivity across the board. According to Geery (1997), successful
superintendents recognize the significance of their personal authority and utilize it
wisely; build trust as the foundation for building and maintaining relationships; and use
their emotions to inspire, influence, and persuade people in their organization.
Key Finding 5
Superintendents intentionally involve stakeholders in the process of finding
solutions when responding to challenges in the school organization.
With all five participants, intentionally involving stakeholders in the process on
finding solutions when responding to challenges in the school organization was a key
recommendation as evidenced in the data from Themes 5 and 7. Although participants
mentioned various facilitators and organizations to achieve this goal, they all believed
that the superintendent and the leadership team were a key foundational component to
engaging and collaborating with their stakeholders in their community. All five
participants believed strongly in the need for their stakeholders to be involved in the
decision-making process, specifically when responding to leadership challenges in their
school organization. Participant 4 gave an example of this sentiment:

126

Having an awareness of community partners and resources within our
organization, I was able to mobilize quickly to respond to this unprecedented
challenge during the COVID-19 pandemic and get our students and staff materials
they needed for teaching and learning.
Four of the five participants also mentioned that they regularly communicated to staff and
parents using multiple platforms, such as social media, with important information and
learnings on how the district is responding to challenges, for example, budget issues
because of declining enrollment.
The research has indicated that communication and collaboration go hand in hand,
which requires continual review of quality-based policies and initiatives and commitment
while responding to challenges and making critical decisions (Fullan & Quinn, 2016). As
Participant 5 mentioned,
We need to recognize how we are going to engage our stakeholders to collaborate
with us to respond to challenges, consider our capacity to address the problem,
and then decide if the problems are better dealt with internally, externally, or a
mix of both.
Key Finding 6
Relationship management supports success and tenure of superintendents.
All five superintendents discussed the importance of relationship management as
an important emotional intelligent strategy with working with the board members, school
administrators, employee bargaining unions, parents, and the community in leading their
organizations while responding to leadership challenges. Four of the five
superintendents stated that managing relationships through building bonds has supported
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their success and tenure during their superintendency as they responded to leadership
challenges. These were evidenced mostly in Themes 8 and 9. As the research has noted,
to be successful during their tenure, superintendents must decelerate the emotional
feelings of the community and academic staff, help diverse viewpoints be heard, and lead
the divided school community to acceptable solutions in all challenges that the
superintendents respond to as they lead their organization (Schul, 2019). Participant 5
presented an instance in his district in which he had been able to be successful for the
past 8 years due to his relationships and creating alliances with the employee unions:
“We don’t work alone . . . so this goes back to one of our key ideas in teamwork and
making a commitment to our children.”
Participant 3 expressed how important it is to manage his emotions as this
strategy allowed him to build and manage his relationships with everyone, even those
who do not agree with his decisions. Participant 1 echoed a similar sentiment as
Participant 3. Superintendents must utilize their best leadership abilities to regulate their
own emotions and help others manage their emotional rhetoric when these advocates give
opposing narratives and emotional conflict ensues. Great communication, teamwork, and
conflict resolution tactics are essential for superintendents to produce positive district
results and maintain their own tenure. The school board and superintendent have a
responsibility as a governance partnership to work toward a beneficial outcome in times
of challenges and political influence (Brierton et al., 2016; Kowalski, 2013). When
employees have high levels of engagement, this has a significant, measurable, and
transformational impact on organizational performance. Research has shown that it is the
quality of the relationship people feel they have with their immediate leader or manager
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that is the primary driver of these feelings of engagement. Effective leaders know that
leadership is relationship, and leaders and managers with poor or toxic relationships with
their teams will see performance suffer.
Unexpected Findings
Through analyzing the qualitative data, one unexpected finding emerged from the
study.
Unexpected Finding 1
Cultural identity or cultural assets were not connected to EI when responding to
leadership challenges.
Superintendents did not mention an explicit connection to their cultural identity or
cultural assets as connected to EI or contributing to their exemplary leadership. One of
the five superintendents stated the asset of being bilingual as a key impact for being
adaptable to diverse situations with diverse families. He noted that speaking with
families in their home language garnered a higher connection with families.
Conclusions
The key findings resulted in six conclusions based on the lived experiences of
current exemplary Latino superintendents who have led their school organizations using
emotional intelligent strategies as they responded to leadership challenges. The six
conclusions have supporting evidence drawn from the qualitative data as well as from the
literature.
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Conclusion 1: Emotional Intelligent Strategies Are Vital in Responding to
Leadership Challenges and Variety in Past Leadership Roles and Experiences
Matter
It is concluded that the complexities of superintendency, in addition to cultural
competencies as a Latino superintendent, require demonstrated excellence in usage and
maintenance of the four domains of EI (self-awareness, self-management, social
awareness, and relationship management). It is also concluded that prior experience in
various leadership roles helps superintendents be attuned to the culture and climate of the
school organization to respond accordingly to leadership challenges.
The literature has called out that successful leaders have the capacity to recognize
reactions, admission, produce feelings, comprehend emotional awareness, and control
emotions reflectively to encourage emotional and intelligent progress (Goleman, 1995).
Furthermore, evidence from multiple empirical reports on EI and public school district
superintendents concluded that EI is an integral aspect of superintendent leadership
(Fulcher Gutierrez, 2017). Therefore, superintendents must demonstrate these essential
workings of EI as they respond to leadership challenges in their school organizations.
The following evidence supports this conclusion:
1. All superintendents described emotional intelligent strategies being vital in
responding to leadership challenges in their school organizations. The lived
experiences related to the relevance of emotional self-awareness of the acts they
represent was mentioned by all participants was at a frequency count of 51 and was
mentioned in all five interviews, giving it an average of over 10 mentions per
participant.
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2. All superintendents stated that social awareness strategy helps them in their
organizational awareness as they respond to leadership challenges. All of the
superintendents noted that their varied leadership experiences at the school and
district levels have prepared them to identify key stakeholders inside the school
organization, as well as educational partners in the community, to help them respond
to leadership challenges.
Conclusion 2: Strategically Manage Relationships With Board Members and
Leadership Team and Positive Influence on the Team Is Important
It is concluded that superintendents strategically build and manage key
relationships with board members and other members of their leadership teams, based on
their social and organizational awareness and needs of the district to respond to
leadership challenges. In addition, it is concluded that compelling leaders build a base of
trust that inspires others to follow. This connects to the underlying self-reflection that
individuals of any organization are valued and contribute to the overall organization’s
success.
The superintendents and the Board of Education make up the district’s governance
team. They work as a team to set strategic goals and provide direction for the school
community. Superintendents can and do have an impact on students’ academic
performance, and one of the most well studied of these activities is setting explicit goals
for student achievement (Bottoms & Fry, 2009; Waters & Marzano, 2006). This influence
can be found in both large city districts and suburban districts. Superintendents have
numerous opportunities to form a coalition with the board of trustees through developing
strategic plans, establishing board goals and mission statements, and collaborating on
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Local Control Accountability Plans (LCAP). The following evidence supports this
conclusion:
1. Superintendents discussed the importance of influencing the board members and their
leadership teams by supporting them and strategically managing their relationships to
lead their organizations. This recommendation theme was evident with a frequency
count of 34 and was mentioned in all five interviews giving it an average of over six
mentions per participant.
2. Participants mentioned their team influence of their leadership team of administrators
31 times in the five interviews creating an average of over six mentions per interview.
Superintendents influence teams to strategically build and manage key relationships
within their teams.
Conclusion 3: Emotional Self-Management Strategies Are Crucial to Adapt to
Different Challenging Situations and Strong Self-Management Skills Helps With
Confidence in Responding to Leadership Challenges
It is concluded that leadership skills that have been scaffolded and honed over the
past years prepare the superintendent to be nimble and confident in decision making
while responding to challenges. Confidence can allow decisions to be made quickly,
affording teams to engage in their work for the betterment of the organization. It builds
trust in the organization, and leaders can delegate more easily thereby increasing
productivity for staff to work creatively and independently. It is also concluded that
leaders in different areas who impact a school district provide the perspective and trust
from the organizations’ stakeholders and confidence in ability to lead in the position.
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According to Landry (2019), self-awareness is at the heart of self-management,
which is described as the ability to identify one’s emotions and their impact on oneself
and one’s team’s performance as well as the ability to comprehend one’s strengths and
weaknesses as one responds to obstacles. Over time with experience, effective school
leaders can identify their areas of growth and recognize their strengths. The following
evidence supports this conclusion:
1. Superintendents reported 61 frequencies in the five interviews with an average of
over 12 mentions of self-awareness strategy of their self-confidence in making
decisions as they respond to leadership challenges in their school organization.
2. All five participants mentioned the importance of emotional self-management
strategies by adapting to different situations when responding to challenges they
faced. A superintendent with strong self-management skills knows what to do
and how to act in different situations as the superintendent responds to leadership
challenges (Munro, 2021).
Conclusion 4: Emotional Self-Control Is Vital Under Stressful or Hostile Conditions
It is concluded that the emotional self-control of a superintendent is important by
having the ability to keep disruptive emotions and impulses in check and maintaining
effectiveness under stressful or even hostile conditions when responding to leadership
challenges. Conversely, it is concluded that not having strategies to manage highpressure situations can negatively impact the superintendent in effectively responding to
leadership challenges.
Superintendents purposefully sought out strategies and ways to manage their
emotions, for example, getting out to schools to refocus their thoughts was mentioned by
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three of the five superintendents as a strategy that helps them manage their emotional
self-control. Leaders such as school district superintendents need self-control, to manage
stress, and to stay emotionally present to lead their school organization (Shubin, 2021).
Superintendents with strong self-management skills know what to do and how to act
in different situations as they respond to leadership challenges. The following
evidence supports this conclusion:
1. The theme of emotional self-control was a prominent strategy of self-management,
with a frequency count of 40 in the five interviews giving it an average of eight
mentions per interview.
Conclusion 5: Intentionally Engage Stakeholders to Be Part of the Process
It is concluded that for superintendents to get buy-in in their communities,
stakeholders must be part of the process of collaborating with the superintendent to find
solutions to respond to the challenges. It is also concluded that superintendents would
weaken their relationships by not involving various stakeholders in responding to
challenges in the school organization.
Ferronato (2017) examined the impact of EI, particularly relationship
management and collaboration in organizational teams. Ferronato’s research focused on
team collaboration and EI to leaders such as superintendents. The study found that high
emotional intelligent leaders are associated with effective organizational teamwork and
collaboration on initiatives and responding to challenges. The following evidence
supports this conclusion:
1. Theme 5, social awareness strategy helps organizational awareness to respond to
leadership challenges, was referenced by all five participants, with a frequency count
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of 44. This results in an average of over eight times per interview. All
superintendents stated that social awareness strategy helps them in their
organizational awareness as they respond to leadership challenges.
2. Theme 7, communication and collaboration is important in relationship management,
added evidence from all five participants recommending relationship management
strategy helps them in their communication and collaboration as they respond to
leadership challenges, making it the second most frequented theme under
recommendations.
Conclusion 6: Relationship Management Is Crucial and Building Bonds With Key
Partners Supports Success
It is concluded that for superintendents to be successful with a longer tenure in
their school organizations, relationship management is a crucial emotional intelligent
strategy, as evidenced by four of the five exemplary Latino superintendents.
Superintendents will have a greater tenure when they strategically manage relationships
through building bonds and connecting with key partners, such as employee bargaining
units, community, and parent leaders. In contrast, it is concluded that superintendents’
tenure may be in jeopardy when they do not use their EI of building and managing
relationships when responding to leadership challenges in their school organization.
Goleman (2006) suggested that relationship management is a tool to guide and
motivate individuals or an organizational leaders with a compelling vision to move
forward for success. Effectively navigating and managing relationships while leading
through the challenges and bringing together divided communities is an essential strategy
today’s leaders. Furthermore, evidence from multiple first-hand reports state that the
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competencies that make up EI have contributed to and are integral to a superintendent’s
tenure in a district (Fulcher Gutierrez, 2017). The following evidence supports this
conclusion:
1. Theme 9, managing relationships through building bonds, was a prominent strategy
of relationship management, with a frequency count of 38 in the five interviews
giving it an average of over seven mentions per interview.
Implications for Action
Implication for Action 1: Implement Ongoing Professional Development on EI
Based on the conclusion that the complexities of superintendency require
demonstrated excellence in usage and maintenance of strategies in the four domains of EI
(self-awareness, self-management, social awareness, and relationship management) to
provide consistency in practice, it is recommended that superintendents engage in
ongoing professional development as part of their contract with financial support with an
annual report back to the board. In addition, superintendents should read books, articles,
and journals that they can then share these learnings to the various stakeholder groups in
order to create a system of support for the work. In addition, professional organizations,
such as Association of California School Administrators (ACSA), CALSA, and County
Office of Education, and administrative preparation programs could implement
components that require EI to be successful as stated in the interviews of seasoned
superintendents. Organizations like these will give superintendents the opportunities to
develop their emotional intelligent skills in building collaborative organizations and
relationships, including learning how to listen, understanding when to answer, and
owning bias, because these action steps are crucial (Frey, 2012).
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Therefore, it is essential to improve administrative preparation programs that
would follow the results of this study and could be extended to a more long-range plan
not only to foster current superintendents but also to imbed EI—an awareness of and
practice of the skills prior to holding an administrative position. These pieces of
successful leadership are the overarching themes discovered in the study and can better
prepare future educational leaders to deal with the inconsistency and ambiguity that is a
part of their environment. Overall, the results of this study can be used to improve the
systems of training and retention of future leaders, building a stronger pipeline to the
superintendency.
Implication for Action 2: Managing Relationships With Board Members and Their
Leadership Teams Must Be Intentional
The messaging of superintendent expertise and knowledge should be shared
broadly and often. The messaging should be part of all decision-making processes
involving hiring of staff, revision of policies, access to curriculum, and curriculum
choices. Based on the findings that successful superintendents build and manage
relationships with board members and their leadership teams as they lead their school
organizations in responding to challenges, it is recommended that superintendents
intentionally and strategically construct a vision and common purpose with board
members and have system-wide protocols that are also housed in a handbook. Being a
superintendent is a rigorous and difficult job, made even more difficult by the fact that
the superintendent must be monitored and assessed by the school board, which is often
made up of noneducators (Björk & Keedy, 2001; Kowalski, 2013). Furthermore, when
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the board governance team works together with clear direction, goals, purpose, and
values, student success rises and programs prosper.
Implication for Action 3: Having Prior Leadership Roles and Experiences Is
Important to the Sense of Self-Confidence in Responding to Challenges
Based on the conclusion that exemplary superintendents leadership skills have
been scaffolded and honed over the past years have prepared the superintendents to be
nimble and confident in decision making while responding to challenges, it is important
for school boards to hire superintendents who have experiences in many seats because it
provides the base for increased complexity of the leadership role.
Mentoring programs are important and should focus on emotional intelligent skill
sets in key roles leading up to superintendency for key positions (principals and central
office/cabinet level administrators). In addition, school boards should engage in training
on the key characteristics of exemplary superintendents, including the use of EI.
It is essential that superintendents have trust in their capabilities from prior
experience in leadership roles and be decisive in making decisions to respond to
leadership challenges in their school organizations. Goleman (1995) stated that optimal
self-management contributes to a sense of self-efficacy or self-confidence and a sense of
connectedness to others when responding to challenges.
Implication for Action 4: Identify Emotional Self-Control Strategies and Practices
Based on the conclusion that emotional self-control is important by having the
ability to keep disruptive emotions and impulses in check and maintaining effectiveness
under stressful or even hostile conditions when responding to leadership challenges, it is
important for superintendent contracts to include components of self-care and wellness.
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Superintendents can conduct a self-assessment such as a 360-degree leadership feedback
from various stakeholders. Likewise, superintendents need to be able to have the time for
reflection of feedback and the time to prepare on how to best respond to the leadership
challenges in their school organizations.
A leader with these abilities remains calm in the face of adversity while learning,
changing, and adjusting along the way. They thrive in the face of hardship and are
capable of producing the best results (Botelho, 2020). The superintendent’s ability to
exercise self-control and manage time, priorities, and decision-making capability, will
result in a more successful leadership style for the school organization (Kucala, 2017).
Implication for Action 5: Include More Participation of Stakeholders in the
Organization Discussions
Based on the conclusion that relationship management strategy is vital in
engaging stakeholders, it is essential for superintendents to get buy-in in their
communities, and educational partners must be part of the process of collaborating with
the superintendent to find solutions to respond to the challenges. It is recommended that
district leaders create avenues of connection and engagement for all stakeholders in their
organization. Avenues could include advisory committees, task forces, and hiring
committees. The communication and engagement by the superintendent should be shared
broadly and often. The messaging should be part of all decision-making processes
involving revision of policies, negotiations with unions, budget, facilities, and safety
protocols.
A culture of honesty, accountability, and collaboration must work together to
build trust and cultivate connections within the school community and with all other
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stakeholders for a leader to be effective (ECRA Group, 2010) thereby creating a district
community that is based on all district employees cooperating. Leaders are taught to
convey their expertise and insight through the use of examples, recommendations, and
problem-solving solutions (Ackerman Anderson & Anderson, 2010).
Implication for Action 6: Superintendents Must Be Intentional in Managing
Relationships for Success and Longer Tenure
Based on the conclusion that in order for superintendents to be successful and
have a longer tenure in their school organizations, relationship management is the most
crucial emotional intelligent strategy as evidenced by four of the five exemplary Latino
superintendents; implementing emotional intelligent actions needs to be intentional to
help superintendents increase their tenure. Superintendents in California have an average
tenure of less than 3 years, according to an EdSource review (Freedberg, 2016). The
most recent study in 2018 reported that a quarter of superintendents leave before their 3year anniversary because of high community demands and challenges, most leaving
within 6 years (Barnum, 2018). In addition, emotional intelligent training should be a
required course for superintendents as part of their employment.
The superintendent’s tenure is still an important educational concern. Most of the
current research examines the impact of characteristics other than the superintendent,
with fewer studies looking at superintendent tenure and how it affects student progress
and how they respond to obstacles in their school. According to Simpson (2013),
superintendent turnover is linked to declining test scores, reduced budgets, political
motives, a lack of building key relationships, and contentious decision making.
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Recommendations for Future Research
This study added findings and conclusions to the literature regarding exemplary
Latino superintendents as they lead their school organizations using emotional intelligent
strategies as they respond to leadership challenges. While this study was a snapshot of
the lived experiences of these superintendents, it has the potential to invite future
researchers to further explore the complexities of the superintendency role. Based on the
data from this study, the following are recommendations for future research:
1. It is recommended that this study be replicated to include other superintendents of
color. A future qualitative multiple case study approach that replicates this research
for exemplary female Latina superintendents could be conducted. In addition, a
research on the perceptions of board members of the use of emotional intelligent
strategies by Latino superintendents versus their White counterparts could be
conducted.
2. It is recommended that a multicase study be conducted that pairs superintendent and
board presidents in exploring strategies to build a governance relationship. A future
qualitative multicase study approach that includes data from both superintendents and
board members would add breadth and depth to the data. A better narrative
understanding of the work of a governance team would shed additional light on the
effectiveness of teams when using emotional intelligent strategies.
3. It is recommended that further research be conducted on leadership experiences that
connect to success and tenure for the superintendency (principal, director, and
assistant superintendent).
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4. It is recommended that a qualitative case study examining the coping and control
strategies of leaders to manage self-control during high-stress situations be
conducted. Leadership training should focus on high-stress and hostile environments
to simulate real-life, high-stress situations. Trainings can support the practice of selfcontrol with regular practice and use.
5. It is recommended that a multiple case study expanded to other superintendents with
a deeper study about tenure in California or in the country would give further strength
and information to the findings and conclusions of this study.
6. It is recommended that a future study on culturally responsive leadership and the use
of EI be conducted.
Concluding Remarks and Reflections
Undertaking this study was a meaningful, challenging, relevant, and insightful
learning experience. It required time, persistence, devotion, and a willingness to be open
to and learn from exemplary Latino school district superintendents. Embarking on the
dissertation journey has given me an opportunity to explore a contemporary area of
interest in our country: exemplary Latino school district superintendents use of EI as they
lead their organizations. The time commitment and energy sacrifice have been worth the
gains in deep understanding, connection with the work, and the opportunity to think
critically at a sophisticated level. A debt of gratitude is extended to the people who have
made this endeavor a possibility: my family, professors, colleagues, and friends.
As a result of this monumental learning opportunity, I have come to realize that I
am finally completing the dissertation and yet I fully understand that finishing the
dissertation is not the end but only the beginning. My quest for learning coupled with my
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desire to build close, trusting, and personal relationships with others is insatiable. My
pursuit for serving as an ethical, passionate, and solution-seeking leader drives me. My
mission to acknowledge, include, recognize, value, and support others inspires me. The
learning encapsulated within this spine and front and back cover of this study is an
important milestone in my educational journey; it is a reflection of my desire for selfdiscovery and passion for being the best exemplary Latino leader who will lead with
emotional intelligence and will respond to challenges.
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APPENDIX A
Participation Request Letter
RESEARCH STUDY INVITATION LETTER
FOR EXEMPLARY LATINO MALE SUPERINTENDENTS IN PUBLIC SCHOOL
DISTRICTS IN CALIFORNIA AND UMASS GLOBAL
Date
Dear Prospective Study Participant:
You are invited to participate in a research study conducted in public school districts
In California. The main investigator of this study is Ivan Chaidez, Doctoral
Candidate in UMass Global’s Doctor of Education in Organizational
Leadership program. You were chosen to participate in this study because you were
identified as an exemplary Latino superintendent who has recently served three or
more years as the superintendent in the same school district; recognized by a peer in
the same position as an exemplary superintendent; received recognition awards by
professional organizations such as ACSA, CALSA, CSBA, CLSBA, etc., have
published articles, papers, or presented at conferences; membership in CALSA
professional association; and evidence of leading a successful organization with
recognitions and awards for your district. A total of 5 current male Latino
superintendents will be enrolled in this study. Participation should require about 60
minutes of your time and is voluntary. You may withdraw from the study at any time
without consequences.
PURPOSE: The purpose of this qualitative multi-case study was to describe the
emotional intelligence strategies that exemplary Latino school district superintendents
use as they respond to leadership challenges in their school organizations based on
Goleman’s four domains of emotional intelligence (self-awareness, self-management,
social awareness, and relationship management). A secondary purpose of the study was
for exemplary Latino superintendents to explain how their use of emotional intelligence
strategies supports their success and tenure as they respond to leadership challenges in
their school organizations.
PROCEDURES: In participating in this research study, you agree to partake in an
interview. The interview will take approximately 60 minutes and will be audio-recorded.
Theinterview will take place at a location of your choosing, including the virtual option.
During this interview, you will be asked a series of questions designed to share your
experiences on how you manage your emotional intelligence as you respond to leadership
challenges in your school organization while serving as a California public
superintendent.
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RISKS, INCONVENIENCES, AND DISCOMFORTS: No known significant risks or
discomforts are associated with this research. One concern, which may arise, might be
anonymity, which is addressed below. The interview session will be held at a location of
your choosing to minimize inconvenience. Some interview questions may cause you to
reflect on your lived experience in the context of emotional intelligence in leadership.
POTENTIAL BENEFITS: There are no significant benefits to you for participation,
but a potential may be that you will have an opportunity to share your lived experiences
as a public school superintendent. The information from this study is intended to inform
educational leaders, researchers, policymakers, and educators of the perceptions of
emotional intelligence and its effects and impacts on the leadership of superintendents.
ANONYMITY: Records of information you provide for the research study and
your responses will not contain any identifying link in the study. It will not be
possible to identify you as the person who provided any specific information for the
study because no individual names will be used in any step of the research. You are
encouraged to ask any questions at any time that will help you understand how this
study will be performed and/or how it will affect you. You may contact the
investigator, Mr. Ivan Chaidez, by phone at (xxx) xxx-xxxx or e-mail
ichaidez@umassglobal.edu. Also, you may contact Dr. Tim McCarty, Dissertation
Chairperson, tmccarty@umassglobal.edu. If you have any further questions or
concerns about this study or your rights as a study participant, you may write or call
the Office of the Executive Vice Chancellor of Academic Affairs, UMass
Global, and 16355 Laguna Canyon Road, Irvine, CA 92618, (949)
341-7641.
Respectfully,

Ivan Chaidez
Principal Investigator
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APPENDIX B
Informed Consent Form
INFORMATION ABOUT: Exemplary Latino School District Superintendents Use of
Emotional Intelligence as They Lead Their Organizations
RESPONSIBLE INVESTIGATOR: Ivan Chaidez, Doctoral Candidate
PURPOSE OF THE STUDY: The purpose of this qualitative multi-case study was to
describe the emotional intelligence strategies that exemplary Latino school district
superintendents use as they respond to leadership challenges in their school organizations
based on Goleman’s four domains of emotional intelligence (self-awareness, selfmanagement, social awareness, and relationship management). A secondary purpose of
the study was for exemplary Latino superintendents to explain how their use of emotional
intelligence strategies supports their success and tenure as they respond to leadership
challenges in their school organizations.
This study will fill the gap in the research regarding the impact and application of
emotional intelligence strategies used by superintendents as they respond to leadership
challenges in their school organizations.
By participating in this study, I agree to participate in an individual interview. The
interview will last approximately 60 minutes and will be conducted by electronically
using Zoom virtual meeting platform.
I understand that:
a) There are minimal risks associated with participating in this research. I understand that
the Investigator will protect my confidentiality by keeping the identifying codes and
research materials in a locked file drawer that is available only to the researcher.
b) I understand that the interview will be audio recorded. The recordings will be available
only to the researcher and the professional transcriptionist. The audio recordings will be
used to capture the interview dialogue and to ensure the accuracy of the information
collected during the interview. All information will be identifier-redacted and my
confidentiality will be maintained. Upon completion of the study all recordings will be
destroyed. All other data and consents will be securely stored for three years after
completion of data collection and confidentially shredded or fully deleted.
c) The possible benefit of this study to me is that my input may help add to the research
regarding coaching programs and the impact coaching programs have on developing
future school leaders. The findings will be available to me at the conclusion of the study
and will provide new insights about the coaching experience in which I participated. I
understand that I will not be compensated for my participation.
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d) If you have any questions or concerns about the research, please feel free to contact
Ivan Chaidez, ichaidez@umassglobal.edu or by phone at (530) 219-5407; or Dr. Tim
McCarty (Dissertation Chair) at tmccarty@umassglobal.edu.
e) My participation in this research study is voluntary. I may decide to not participate in
the study and I can withdraw at any time. I can also decide not to answer particular
questions during the interview if I so choose. I understand that I may refuse to participate
or may withdraw from this study at any time without any negative consequences. Also,
the Investigator may stop the study at any time.
f) No information that identifies me will be released without my separate consent and that
all identifiable information will be protected to the limits allowed by law. If the study
design or the use of the data is to be changed, I will be so informed and my consent reobtained. I understand that if I have any questions, comments, or concerns about the
study or the informed consent process, I may write or call the Office of the Vice
Chancellor of Academic Affairs, UMass Global, at 16355 Laguna Canyon Road, Irvine,
CA 92618, (949) 341-7641.
I acknowledge that I have received a copy of this form and the “Research Participant’s
Bill of Rights.” I have read the above and understand it and hereby consent to the
procedure(s) set forth.

Signature of Participant
Signature of Principal Investigator
___________________________________________________
Date
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APPENDIX C
Interview Protocol and Questions
Hello, my name is Ivan Chaidez, and I am a doctoral candidate at UMass Global
in the area of Organizational Leadership.
First off, I want to thank you for agreeing to participate in this study. Your
answers will help fellow Latino candidates to be superintendents and/or to be more
effective superintendents.
I am conducting research to determine how exemplary Latino school district
superintendents use emotional intelligence strategies as they respond to leadership
challenges in their school organizations based on Goleman’s four domains of emotional
intelligence (self-awareness, self-management, social awareness, and relationship
management). In addition, how their use of emotional intelligence strategies supports
the success and tenure as they respond to leadership challenges in their school
organizations. Finally, what is it that you do to create a positive work environment, a
healthy culture and successfully lead your organization?
I am conducting five interviews with superintendents like yourself. The
information you provide, along with historical and archival data, will hopefully give a
clear picture of how exemplary Latino superintendents use emotional intelligence
strategies as they respond to leadership challenges in their school organizations and add
to the currently available body of research.
I will be reading most of what I say. The reason for this is to guarantee, as much
as possible, that my interviews with all participating exemplary superintendents will be
conducted in the most similar manner possible.
Informed Consent (required for Dissertation Research)
I would like to remind you that any information obtained in connection to this
study will remain confidential. All of the data will be reported without reference to any
individual(s) or any institution(s). After I record and transcribe the data, I will send it to
you via electronic mail to check that I have accurately captured your thoughts and ideas.
You received the Informed Consent and UMass Global Bill of Rights in an email
and responded with your approval to participate in the interview. Before we start, do you
have any questions or need clarification about either document?
We have scheduled an hour for the interview. At any point during the interview,
you may ask that I skip a particular question or stop the interview altogether. However, I
will record our conversation as indicated in the Informed Consent to ease our discussion
and accuracy.
Prior to this interview you received information concerning the purpose of the
research, a copy of the interview questions, UMass Global’s Participant’s Bill of Rights,
and the Informed Consent form. After reviewing the protocols, you were offered an
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opportunity to ask questions concerning the research and the consent process. At that
time, you provided verbal consent to be a participant in the interview. For purposes of
verifying your consent would you again provide a verbal yes as to your consent that will
be included in the recording of this interview. Thank you.
Do you have any questions before we begin?
Okay, let us get started, and thank you again for your time.
Here is a list of the four major emotional intelligence (EI) domains that research suggests
are necessary in an exemplary leader.
List of Major EI Domains
SELF-AWARENESS: The leader has the ability to recognize and understand personal
moods and drives, as well as their effect on others. The ability to monitor one’s
emotional state and to correctly identify and name one’s emotions.
SELF-MANAGEMENT: The leader has the ability to manage one’s actions, thoughts,
and feelings in flexible ways to get the desired results. Optimal self-management
contributes to a sense of self-efficacy or confidence and a sense of connectedness to
others.
SOCIAL AWARENESS: The leader has the ability to accurately notice the emotions of
others and “read” situations appropriately. It is about sensing what other people are
thinking and feeling to take their perspective using your capacity for empathy.
RELATIONSHIP MANAGEMENT: The leader has the ability to take one’s own
emotions, the emotions of others, and the context to manage social interactions
successfully. The leader can listen and influence those around us to make good
decisions. Relationship management can also be working with collaboration and
teamwork of others.
Interview Questions
Self-Awareness
1. Please describe, how do you manage your self-awareness as you respond to
leadership challenges in your school organization?
2. Can you please share some situations where this domain of self-awareness was
used that you recall for yourself to lead your organization?
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Self-Management
3. Please describe, how do you manage your self-management as you respond to
leadership challenges in your school organization?
4. Can you please share some situations where this domain of self-management was
used that you recall for yourself to lead your organization?
Social Awareness
5. Please describe, how do you manage your social awareness as you respond to
leadership challenges in your school organization?
6. Can you please share some situations where this domain of social awareness was
used that you recall for yourself to lead your organization?
Relationship Management
7. Please describe, how do you manage your relationship management as you
respond to leadership challenges in your school organization?
8. Can you please share some situations where this relationship management domain
was used that you recall for yourself to lead your organization?
Overarching Emotional Intelligence Question
9.

Of all the things we have spoken about today – self-awareness, self-management,
social awareness, and relationship management. As you reflect on our interview
about how you manage your emotional intelligence to respond to leadership
challenges in your school organization, what part(s) of your emotional
intelligence have contributed most to your success and tenure as a superintendent?

Thank you very much for your time. If you like, when the results of my research are
known, I will send you a copy of my findings.
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APPENDIX D
Research Participant’s Bill of Rights
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APPENDIX E
CITI Clearance “Protecting Human Research Participants” Course
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APPENDIX G
Observer Feedback Form

Conducting interviews is a learned skill and research experience. Gaining
valuable insight about your interview skills and affect with the interview will
support your data gathering when interviewing the actual participants. Complete
the form independently from each other, then discuss your responses. Sharing
your thoughts will provide valuable insight into improving the interview process.
1. How long did the interview take? Did the time seem to be appropriate? Did
the respondents have ample opportunities to respond to questions?
2. Were the questions clear or were there places where the interviewees were
unclear?
3. Were there any words or terms used during the interview that were unclear
or confusing to the interviewees?
4. How did you feel during the interview? Comfortable? Nervous? For the
observer: How did the interviewer appear during the interview?
Comfortable? Nervous?
5. Did you feel prepared to conduct the interview? Is there something you
could have done to be better prepared? For the observer: From your
observation did the interviewer appear prepared to conduct the interview?
6. What parts of the interview went the most smoothly and why do you think
that was the case?
7. What parts of the interview seemed to struggle and why do you think that
was the case?
8. If you were to change any part of the interview, what would that part be and
how would you change it?
9. What suggestions do you have for improving the overall process?
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APPENDIX H
Interviewee Feedback Form

Field Test Interviewee Feedback Questions
While conducting the interview, the interviewer should take notes of their clarification
request or comments about not being clear about the question. After you complete the
interview ask your field test interviewee the following clarifying questions.

1. How did you feel about the interview? Do you think you had ample
opportunities to describe what you do as a leader when working with your team
or staff?

2. Did you feel the amount of time for the interview was ok? Was the pace okay?

3. Were the questions by and large clear or were there places where you were
uncertain what was being asked?

4. Can you recall any words or terms being asked about during the interview that
were confusing?

5. And finally, did I appear comfortable during the interview?

180

